_ THIRD EDITION 


ORGANIZATIONAL 
PSYCHOLOGY 


‘Community Health Cell 
Library and Documentation Unit 
BANGALORE 


03 268 


Prentice Hall of India Private Limite 
New Delhi-110001 
1992 


O32LbF 


This Seventh Indian Reprint—Rs. 55.00 
(Original U.S. Edition—Rs. 1307.00) 


rN em 434..% 
7" WBRARY = Of 
od AND ae 


{ NTATIO'’ “i 
s K SNOCUMc . J 


ORGANIZATIONAL PSYCHOLOGY, 3rd Ed. 
by Edgar H. Schein 


TICE-HALL INTERNATIONAL, INC., Englewood Cliffs. 
Sc INTERNATIONAL (UK) LIMITED, London. 
PRENTICE-HALL OF AUSTRALIA PTY. LIMITED, Sydney. 
PRENTICE-HALL CANADA, INC., Toronto. 

PRENTICE-HALL HISPANOAMERICANA, S.A., Mexico. 
PRENTICE-HALL OF JAPAN, INC., Tokyo. 

SIMON & SCHUSTER ASIA PTE. LTD., Singapore. 

EDITORA PRENTICE-HALL DO BRASIL, LTDA., Rio de Janeiro. 


© 1980 by Prentice-Hall, Inc., Engiewood Cliffs, N.J., U.S.A. All rights 
reserved. No part of this book may be reproduced in any form, by 
mimeograph or any other means, without permission in writing from 
the publishers. 


ISBN-0-87692-084-9 
The export rights of this book are vested solely with the publisher. 


This Eastern Economy Edition is the only authorised, complete and 
unabridged photo-offset reproduction of the latest American edition 
specially published and priced for sale only in Bangladesh, Burma, 
Cambodia, China, Fiji, Hong Kong, India, Indonesia, Laos, Malaysia, 
Nepal, Pakistan, Philippines, Singapore, South Korea, Sri Lanka, Taiwan, 
Thailand, and Vietnam. 


Reprinted in India by special arrangement -with Prentice-Hall, Inc., 
Englewood Cliffs, N.J., U.S.A. 


Seventh Printing (Third Edition) ee an April, 1992. 


Printed oy Pramodh Kapur at Raj Bandhu_ Industrial Co., 
New Delhi-110064 and Published by Prentice-Hall of India Private 
Limited, M-97, Connaught Circus, New Delhi-110001. 


PRENTICE-HALL FOUNDATIONS OF 
MODERN PSYCHOLOGY SERIES 


Richard S. Lazarus, Editor 


The Psychological Development of the Child, 3rd ed., Paul Mussen 
Tests and Measurements, 3rd ed., Leona E. Tyler and W. Bruce Walsh 
Personality, 3rd ed , Richard S. Lazarus and Alan Monat 

Clinical Psychology, 2nd ed.., julian B. Rotter 

Perception, 2nd ed., Julian E. Hochberg 

Learning, 2nd ed., Sarnoff A. Mednick, Howard R. Pollio, and Elizabeth F. Loftus 
Social Psychology, 2nd ed., William W. Lambert and Wallace E. Lambert 
Organizational Psychology, 3rd ed., Edgar H. Schein , 
Abnormal Psychology, Sheldon Cashdan 

Humanistic Psychology, John B. P. Shaffer 

School Psychology, Jack |. Bardon and Virginia C. Bennett 


Contents 


FOREWORD TO 
FOUNDATIONS OF MODERN PSYCHOLOGY SERIES 
xi 
PREFACE 
xiii 


| THE INDIVIDUAL AND THE ORGANIZATION 
1 


u 


THE FIELD OF ORGANIZATIONAL PSYCHOLOGY 
3 
The Multiple Perspectives of Organizational Psychology 
The Development of the Field 
Stimuli Toward the Systems and Developmental View 
The Plan of This Book 


7 
HUMAN PROBLEMS: IN ORGANIZATIONS 
12 
What Is an Organization? 
A Preliminary Definition of Organization 
A Model of Formal Organizations 
How Is an Organization Created? 
Training, Socialization, and Allocation 
of People to Jobs 
Utilizing and Managing Human Resources 
Coordination and Integration Among the Parts of the Organization 


Organizational Effectiveness, Survival, and Growth 


Recruitment, Selection, 


Summary 


il MOTIVATION AND ASSUMPTIONS ABOUT HUMAN 
NATURE 
37 


3 


HUMAN NATURE: WHY IS IT ELUSIVE? 
39 


The Biological Fallacy 
The Need for a Sociological/Situational Perspective 
The Developmental Perspective 
The Organizational Perspective 
Contingency Theories 


Summary 


a 
MANAGERIAL ASSUMPTIONS ABOUT HUMAN NATURE 
50 


Introduction 
I. Rational-economic Assumptions 
Il. Social Assumptions 
Ill. Self-actualization Assumptions 


Summary 


vi 


5 


A DEVELOPMENTAL AND SITUATIONAL VIEW 
OF MOTIVATION 
73 
Introduction 
The Biological Origins of Human Nature 
The Impact of Socialization and Early Development 
Occupational Choice and Career Development 

Basic Need Theories Revisited 

Job Values and Job Dimensions 
Summary 


6 


THE COMPLEXITY OF HUMAN NATURE 
93 
Implications for Management-contingency Theories 
Evidence for Complex Assumptions 


Conclusion: Motivation and the Psychological Contract 
in Perspective 


i LEADERSHIP AND PARTICIPATION 
* 103 


I 


WHY IS IT DIFFICULT TO ANALYZE LEADERSHIP? 
105 
Problem 1. Identifying Who Is “Leader” 
Problem 2. What Is the Scope of ‘‘Leadership?” 
Problem 3. What Is the Cultural Context? 
Problem 4. What Is theTask? 


Problem 5. What Is the Developmental Stage Between Leader 
and Followers? 


A Diagnostic Framework for Analyzing Leadership 


HIP AND PARTICIPATION 


114 
Focus on the Leader: Fielder’s Leader-match Theory 
Focus on the Task/Situation: Vroom’s Contingency Theory 


Focus on the Subordinates: Hersey and Blanchard’s 
Situational Leadership Theory 


Focus on Leader Behavior: Argyris’s Model I and Model II 
Summary Issue 1: Task Versus People Orientation 


Summary Issue 2: Autocracy, Consultation, Participation, 
or Delegation 


Leadership as a Distributed Set of Functions 


Decision Areas: The Work Itself, the Interaction Context, 
and/or Organizational Policies 


Conclusion 


\W/ GROUPS IN ORGANIZATIONS 
141 


g 
THE STRUCTURE AND FUNCTION OF GROUPS 
145 
Definition of a Group 
Types of Groups in Organizations 
Functions Fulfilled by Groups 


Factors Affecting the Integration of Organizational Goals 
and Personal Needs in Groups 


When Not to Use Groups 
Summary 


10 


INTERGROUP PROBLEMS IN ORGANIZATIONS 
172 


Some Consequences of Intergroup Competition 


THEORIES OF LEADERS 


Reducing the Negative Consequences of Intergroup Competition 
Preventing Intergroup Conflict 
The Problems of Integration in Perspective 


Vy ORGANIZATIONAL STRUCTURE AND DYNAMICS 
183 


ut 
THE ORGANIZATION AS A COMPLEX, OPEN SYSTEM 
187 
Introduction 
Some Early System Models 
Organizations as Overlapping Groups, Role Sets, and Coalitions 


The Neostructuralists-New Efforts to Build Formal 
Organization Theory 


Summary 


UZ 


THE ORGANIZATION AS A DYNAMIC, DEVELOPING 
SYSTEM 
213 
Introduction and Purpose 
Dynamic Models of Organizations 


Toward a Redefinition of ‘‘Organization”’ 


ud 


INCREASING ORGANIZATIONAL EFFECTIVENESS 
230 
What Is Organizational Effectiveness? 
Organizational Coping 
Organizational Change and Development 


Conclusion: Organizational Conditions for Effective Coping 


BIBLIOGRAPHY 
253 


INDEX 
266 


ix 


Via 


sETG 


ye 
e 
_— 


Foreword 


The Foundations of Modern Psychology Series was the first and most 
successful in what became a trend in psychology toward groups of 
short texts dealing with various basic subjects, each written by an 
active authority. It was conceived with the idea of providing greater 
flexibility for instructors teaching general courses than was or- 
dinarily available in the large, encyclopedic textbooks, and greater 
depth of presentation for individual topics not typically given much 
space in introductory textbooks. 

The earliest volumes appeared in 1963, the latest in 1980 with 
the continuing expansion of the series into new areas of psychology. 
They are in widespread use as supplementary texts, or as the text, in 
various undergraduate courses in psychology, education, public 
health, sociology, and social work; and clusters of volumes have 
served as textbooks for undergraduate courses in general psychology. 
Groups of volumes have been translated into many languages includ- 
ing Danish, Dutch, Finnish, French, German, Hebrew, Italian. Jap- 
anese, Malaysian, Norwegian, Polish, Portuguese, Spanish, and 
Swedish. 

With wide variation in publication date and type of content, 
some of the volumes have needed revision, while others have not. 
We have left this decision to the individual author. Some have 
remained unchanged, some have been modestly changed and up- 
dated, and still others completely rewritten. We have also opted for 
variation in length and style to reflect the different ways in which 
they have been used as texts. 
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_ There has never been stronger interest in good teaching in our 
colleges and universities than there is now; and for this the availabil- 
ity of high quality, well-written, and stimulating text materials high- 
lighting the exciting and continuing search for knowledge is a prime 
_ requisite. This is especially the case in undergraduate courses where 
large numbers of students must have access to suitable readings. The 
Foundations of Modern Psychology series represents an ongoing 
attempt to provide college teachers with the most authoritative and 


flexible textbook materials we can create. 
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When I wrote the first edition of Organizational Psychology in 1965 I 
commented that the field was ‘‘new and in flux.’’ In the preface to 
the Second Edition in 1970 I remarked that the field was ‘“‘still in the 
process of formation.” After three years of struggling with the Third 
Edition I can only conclude that the field has arrived. The number of 
textbooks on organizational behavior, managerial psychology, and 
industrial and organizational psychology; the number of review arti- 
cles in the Annual Review of Psychology and the Annual Review of 
Sociology; the sheer number of research studies on all aspects of 
_ human behavior in organizations, all these things taken together can 
only be described as an explosion of the field. Moreover, not only is 
there an explosion on the academic side, with a rapidly growing 
number of programs in business schools aimed at various aspects of 
organizational ‘‘sciente,”’ but there is a comparable explosion on the 
practitioner side, with large numbers of public and private organiza- 
tions using internal and external consultants to deal with the full 
range of psychological and human problems in organizations. 

This explosion of the field has created some real problems in 
structuring a Third Edition of Organizational Psychology. Simply 
revising and updating was not possible because the emphasis in the 
field has shifted. It has become more interdisciplinary; organization 
theory has advanced and made it possible to talk more constructively 
about organization structure and design; certain topics—such as 
leadership—have received so much attention that I could no longer 
discuss them in the context of other concepts. What I have attempted 
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m the earlier editions those organizing concepts 
ture the field and make sense of it. I 
| and sociological point of 


to do is to retain fro 
which for me still help to peli 

ici ta 
have added-an explicitly developmental ob®’ é 
view to reflect the increasing interdisciplinarity of the field, even 


though the label “organizational psychology” still see meee | 
to me. Beyond that I have added a great quantity of new material, 
attempting to reflect the most important new concepts and research 
findings of the last ten years. 1 have also sought to keep a “story 
line’ because I believe that the field still needs to be structured 
around certain key themes or concepts, including (1) managerial | 
assumptions about human nature, (2) the psychological contract, and 
(3) the organization as & dynamic, open, coping, developing system. 

I am also aware of leaving out a great deal, in some cases by 
choice, in many cases because of my sheer inability to keep up with 
the field. For the unwitting omissions | apologize to my colleagues at 
the outset. Though this edition is much larger than the first two, I 
am still trying to write about the field, not to cover the entire field as 
a full-blown textbook might. 

Many people have helped my thinking and have helped to 
improve the manuscript by reacting to portions of it as it developed. 
I am especially grateful to my colleagues John Van Maanen, Lotte 
Bailyn, Ralph Katz, Dick Beckhard, and Jim Driscoll for providing a 
continuing source of stimulation and specific help with some of the 
chapters. 1 am also greatly indebted to the anonymous reviewers who 
viewed the first draft for the publisher and provided extremely hon- 
est, detailed, and helpful feedback as well as suggestions for further 
work where my own reading had been too limited. The continuing 
support and encouragement of Richard Jursek and John Isley of 
Prentice-Hall must also be acknowledged because there were many - 
times during the process of this revision when I was seriously 
tempted to let the project go altogether. , 

My wife Mary helped with editing and proofreading, my secre- 
tary Brenda Venuti managed the whole complex process of pulling 
the manuscript together, and Cheryl Fennessey valiantly typed and 
retyped the manuscript. My thanks to all of them. 


Edgar H. Schein 
February, 1979 


The 
Individual 
and 
the 
Organization: 
The Field 
ee 
_ Organizational 
Psychology 


The first two chapters serve as an introduction to the field of organi- 
zational psychology Chapter 1 provides an historical underpinning 
for a field which today encompasses a number of different perspec- 
tives, yet remains essentially psychological in its orientation. Chap- 
ter 2 presents a fairly thorough review of human (psychological) 
problems in organizations that, taken together, reveal a complex set 
of interactions between. individual members of crganizations and the 
organizations themselves. 


The Field 
of 


Organizational = 
Psychology.” | hae 


An area of psychology typically develops around a set of questions 
that involves human beings. The questions may be primarily of 
concern to the practitioner, for example, a teacher, parent, or man- 
ager who is trying to resolve some pressing problem; or they may be 
somewhat removed from practical application and represent pure 
scientific speculation. The field does not develop, however, until 
conceptual models, theories, and research methods for gathering and 
analyzing relevant data have been invented. When we-have both a 
focus of interest and a way of studying it, we have the beginnings of 
a new “field.” 

Organizational psychology has undergone a considerable trans- 
formation in the last 15 to 20 years, reflecting a tremendous growth 
of theory and research on a variety of problems ranging from indi- 
vidual employee motivation, productivity, and morale to problems of 
how to organize large multinational corporations and how to manage 
interorganizational conflict such as that between businesses and gov- 
ernment agencies. The field has become interdisciplinary, reflecting 
the growing interest of psychologists, sociologists, anthropologists. 
political scientists, systems theorists, and others in attempting to 
understand organizational phenomena. Although the title Organiza- 
tional Psychology has been retained, my approach to the topics in 
this book will be interdisciplinary. 


THE MULTIPLE PERSPECTIVES 
OF ORGANIZATIONAL PSYCHOLOGY 


The effective utilization of people eo:  Lcamcaaeepreina 
been a pressing problem in society. }he pha : ; 
; fundamentally similar to those faced by the corpora 

ion ee university president of today. ach tee i 
(1) what he or she is basically trying to on gues i ow : 
organize the work to achieve the goals selected; (3) how te _ 
train. allocate work to, and manage the human resources (workers 
and managers) available to do the work; (4) how to create work 
conditions and reward and punishment systems that will enable 
workers and managers to maintain high effectiveness and sufficient 
morale to remain effective over long periods of time; (5) how to 
change the organization in response to the pressures that arise from 
technological and social change both in the external environment 
and within the organization itself; and (6) how to cope with competi- 
tion and other forces which derive from other organizations, from 
units within the organization such as unions, from regulatory agen- 
cies, and ultimately from its own ‘“‘growing pains.’’ These and many 
other questions which lie at the heart of any “organization’’ have 
had to be faced and resolved by politicians, managers, bureaucrats, 
and leaders throughout history. | 

Such organizational questions can be viewed from at least two 
major perspectives: (1) the perspective of the individual employee 
who depends upon the organization as a source of work, economic 
livelihood, membership, identity, social contact, and basic life rou- 
tines, acknowledging the fact that most people in modern society 
spend the bulk of their waking hours in some form of organization; 
and (2) the perspective of the manager of the organization who is 
acting on behalf of the organization, creating policies and making 
decisions which affect the day-to-day routines of large numbers of 
individuals and which ultimately affect the destiny of the organiza- 
tion as a whole. This latter perspective is a kind of “organizational”’ 
perspective, but should not be construed to mean that the organiza- 
tion acts as an abstract entity; rather, it acts through the individual 
behavior of certain key members in crucial managerial or leadership 
roles. 

A third perspective which does not receive much attention in 
this book but which is becoming increasingly important is the per- 
spective of the consumer of the organization’s products or services. 
In our role as customers, citizens, students, patients, and sometimes 
victims, we have a stake in understanding and influencing how 
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organizations work and how they make their decisions. Consumer- 
ism, environmentalism, civil rights with respect to employment, and 
so on all refer to the protection of the individual from undue exploi- 
tation by organizations of all kinds. 

It is my intention in this book to provide some concepts, se- 
lected research results, and a point of view which will aid the reader 
in analyzing organizational problems from both the individual and 
the organizational perspective. 


THE DEVELOPMENT OF THE FIELD 


As theories and methods gradually enabled psychologists to think 
constructively about the problems of individuals in organizations 
and to test their thinking with empirical research, interest in organi- 
zational psychology grew. The first questions dealt with the assess- 
ment and selection of individual workers. Thus, the earliest 
successful efforts of industrial psychologists involved the testing of 
recruits in order to enable organizations such as the Army or a large 
industrial concern to improve their selection methods. Selection was 
made more scientific by measuring in individuals those characteris- 
tics which the organization required of its new members. 

With this more scientific and systematic approach to selection, 
psychologists soon found themselves moving closer to organizational 
problems in a growing attempt to put order into the process of 
designing and organizing work itself. Industria] psychologists found 
themselves working closely with engineers to analyze the basic char- 
acteristics of work in order to give each individual worker a job 
which would optimize (1) his or her human capabilities and limits, 
(2) coordination and teamwork among employees, and (3) overall 
efficiency. Thus, “‘time-and-motion” studies were carried out to de- 
termine how competent workers actually performed a given job, and 
‘job analyses” were carried out to standardize the work and to 
enable managers to better select and train workers. Physical sur- 
roundings, noise levels, fatigue, monotony, and other accompani- 
ments of work were studied to determine their effect on the quantity 
and quality of work. 

As psychologists studied workers, it became clear to them that 
the systems of rewards- and punishments created by organizations 
have a major impact on the effectiveness of workers. Psychologists 
became increasingly interested in rewards such as pay or promotion 
and punishments such as reprimands as motivators and as condi- 
tioners of learning. The long tradition of studying human and animal 
learning made it possible to redefine and test within the organiza- 
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tional context many of the hypotheses which had been worked on in 
learning experiments. The kinds of incentive schemes used by man- 
agement thus became still another major focus of industrial psychol- 
ogists. 4 

In delving into the motivations of workers, it was found that 
workers’ relationships to other workers make more of a difference to 
production and morale than had previously been assumed. For ex- 
ample, how hard people work may depend more on how hard their 
co-workers work than on how much money they could make or how 
hard their boss drives them. It became increasingly clear that every 
organization has within it many groups which generate their own 
norms about the amount and type of work to be performed. In taking 
a second look at management, psychologists also found there group- 
ings based on the managers’ functions, ranks, or geographical loca- 
tions. In some cases, groups within the organization—for example, 
the sales department and the production department—were compet- 
ing with each other to the point of reducing their own ultimate 
effectiveness and that of the organization as a whole. 

It was in the study of worker motivation, incentive systems, 
personnel policies, and intergroup relations that the organization as 
a total system first began to come into focus. Psychologists began to 
realize that for an individual member, whether worker or manager, 
an organization as a whole exists as a psychological entity to which 
he or she reacts. The quality and quantity of one’s work are related 
to one’s image of the organization as a whole, not just to the imme- 
diate characteristics of the work or the immediate monetary incen- 
tives. Furthermore, it was recognized that the individual does not 
stand alone in relation to the organization but is integrated into 
various groupings which themselves have patterns of cooperative, 
competitive, or indifferent relations to one another, a recognition 
that has led to the high degree of contemporary concern for the 
“quality of working life.” In other words, the deeper psychologists 
delved into the behavior of individuals within organizations, the 
more evidence they found that the organization is a complex social 
system which must be studied as such if individual behavior is to be 
truly understood. It was this discovery which created organizational 
psychology as a discipline in its own right. 

: Bae me repeat this point because it has been and continues to be 
the keynote to this entire text. Organizational psychology as a field is 
Pe 3 li as oe that organizations are complex 
juiede ee at almost all questions one may raise about the 
: ‘sigg8 of individual human behavior within organizations 
ty : e viewed from the perspective of the entire social system. 

e difference between the industrial psychologist of the 1920s, 
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1930s, or 1940s, and the organizational psychologist of today is thus 
twofold. First, traditional questions such as those of recruitment, 
testing, selection, training, job analysis, incentives, work conditions, 
and so on are now treated by the organizational psychologist as 
being interrelated and intimately tied to the social system of the 
organization as a whole. Second, organizational psychologists have 
begun to concern themselves with a new series of questions which 
derive from the recognition of the system characterisics of organiza- 
tions. These questions deal not so much with the behavior of indi- 
viduals as with the behavior of groups, subsystems, and even the 
total organization in response to internal and external stimuli. The 
traditional industrial psychologist either would not have considered 
questions such as these or could not have dealt with them scientif- 
ically because the necessary theoretical and research tools were lack- 
ing. 

Two examples will highlight the difference between the tradi- 
tional concerns and the “‘new”’ questions which organizational psy- 
chology is addressing. First, given a rapidly changing technology 
that requires a great adaptive capacity on the part of organizations, 
how can internal environments be created such that members of 
organizations will be enabled to grow in their own unique capaci- 
ties? The underlying assumption is that unless such personal growth 
takes place, the organization will not be prepared to cope effectively 
with an unpredictably changing external environment. 

Second, how can organizations be designed to foster optimal 
relationships between the various subgroups that tend to develop 
within them? For example, how can destructive intergroup competi- 
tion be converted to constructive intergroup collaboration? The un- 
derlying assumption is that intergroup collaboration will be related 
both to overall organizational effectiveness and to individual pro- 
ductivity and morale. Questions such as these recognize that the 
psychological forces operating on an individual are intimately bound 
up with what happens to the group or the total organization within 
which he or she is operating. 

In recent years additional concepts and theories have begun to 
shape organizational psychology—those deriving from theories of 
systems dynamics and from developmental theories. Both these con- 
cepts share the idea that no system is static; rather, it changes and 
evolves in response to internal and external forces. From the view- 
point of individual development, it is easy to see the importance of 
recognizing that a worker at age 20 will face different issues from 
those he or she will confront at age 40. Questions about the meaning 
of life, complex issues of how work and family relate to each other, 
issues of what to aspire to and how to measure success will be dealt 
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with differently at each age and again at the point of mee ee 
in old age. Much has been learned in recent years about t ie yates * 
merit of individuals throughout their total life cycle. This oe 
mental perspective is critical if one is to understand how 
im tae ii there has been increased understanding of 
how large systems change, grow, and develop over time, and what 
effects these changes have on the internal workings of organizations. 
For example, a newly established company managed by its founder 
experiences very different kinds of intraorganizational problems than 
a large multinational company or a government bureaucracy man- 
aged by professional administrators or politicians. Whether or not 
organizations progress through ‘‘stages’”’ similar to those of the indi- 
vidual biological organism is not yet well understood, but organiza- 
tional psychologists are examining organizations from a develop- 
mental point of view in an effort to help managers become aware of 
and cope with such developmental issues as may occur. 


STIMULI TOWARD THE SYSTEMS 
AND DEVELOPMENTAL VIEW 


In the above discussion we have seen how the field has evolved from 
an individually oriented industrial psychology to a systems and 
developmentally oriented organizational psychology. What are some 
of the forces which have stimulated and guided this evolution? 

1. The penetration of sociological and anthropological concep- 
tions into psychology and the growth of social psychology exposed 
psychologists to a whole range of new concepts and research meth- 
ods. Although concepts like social role, status, social class, reference 
group, culture, and social system were developed outside of tradi- 
tional psychology, they have become increasingly important in psy- 
chological analysis. Research methods such as surveys by large-scale 
questionnaires or interviews, the use of participant observation, and 
field experiments have stimulated psychologists to go beyond intro- 
spection and laboratory experiments. It is these concepts and these 
methods which have made it possible to tackle organizational prob- 
lems, and which have shifted the focus of analysis away from the 
individual per se to the individual as a member of a group. 

2. The development of new theories in the physical and biolog- 
ical sciences has made available different ways of thinking about 
psychological problems. Concepts of multiple causation based on a 
field of simultaneously acting forces have replaced mechanistic no- 


g The Field of Organizational Psychology 


tions of simple cause-effect; concepts of mutual dependency and 
interaction, of feedback loops and self-regulating forces have made it 
possible to analyze complex systems and their relationship to the 
external environment. Such concepts have also made it possible to 
begin to develop meaningful theories within organizational psychol- 
ogy. Most of these theories are complex “‘contingency theories” 
which recognize from the outset that the specific action of variable A 
(for example, a manager’s specific behavior) is likely to have a 
different impact on variable B (say, a certain worker's productivity) 
depending on conditions such as the nature of the task, the past 
history of the relationship, the general ‘‘climate” of the organization, 
the age of the worker, and so on. In particular, the use of develop- 
mental theories makes it very clear that variables such as motives, 
values, and personality will themselves evolve and _ change 
throughout the lifetime of the individual, thus making it necessary to 
build theories which are “contingent” on the particular state, age, or 
stage of the person or the system being analyzed. 

3. The rapid and tremendous changes in technology and soci- 
ety which have occurred within the last several decades have forced 
scientist and practitioner alike to recognize the interdependency of 
human and technological factors and the need to develop theories 
and concepts which can encompass such interdependencies. For 
example, we have seen the growth of complex man-machine systems 
where it no longer makes scientific or practical sense to ask where 
the human being leaves off and the computer or machine begins. 
More and more we are relying on sociotechnical theories which 
recognize that the physical organization of work affects patterns of 
social relationships among workers, and that these in turn affect the 
kind of work output which is possible. 

4. Practitioners and managers have come to recognize the com- 
plex world in which they must operate and have become in- 
creasingly willing to accept help from social scientists in resolving 
organizational problems. As psychologists and sociologists have be- 
come more involved in higher management decisions, they have 
been better able to appreciate the complexities of organizations. A 
corollary trend has been the increasing professionalization of man- 
agement. Because managers are now more aware of environmental 
influences and more technically qualified than ever before, they are 
also more willing to accept help from other professions. Thus, man- 
agers have become not only more aware of their need for help from 
psychologists, but have also become more willing to use this help. 
This development, in turn, has made organizations more accessible 
to researchers. 

5. Finally, psychologists themselves have become more skilled 
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ems of complex systems and have, therefore, 
a greater degree. In return, organi- 
zations have increasingly supported the efforts of those ieee 0 
willing to tackle the more nebulous and difficult systems problems. 
Out of this increased interaction have come better theory, new re- 
search techniques, and new methods for (1) solving problems manag- 
ers face on a day-to-day basis, (2) helping individuals to cope more 
effectively with their own membership in various types of organiza- 
tions throughout their entire life cycle, and (3) helping individuals 
deal with organizations in their role as customers and citizens. 

In conclusion, organizations are gradually becoming de- 
mystified, a process that should make them both more capable of 
acting effectively in the service of socially valued goals and more 
accountable to their members rather than merely to their creators or 
the consumers of their products and services. 


in dealing with probl 
been able to help organizations to 


THE PLAN OF THIS BOOK 


This book is divided into five major parts, each consisting of several 
chapters. Part I spells out the basic relationship between the indi- 
vidual and the organization and presents a number of concepts 
which aid in the analysis of this relationship. Part II deals with a 
problem that has continued to perplex managers and psychologists 
alike—the problem of human nature and motivation. Why do people 
work? How can organizations best elicit appropriate levels of motiva- 
tion? What does the individual seek from his or her job or career? 
Can we generalize about human nature? Do motives and needs 
change with age and stage of development? 

Part III deals with the problem of leadership, another area that 
has attracted tremendous actention throughout the history of this 
field. What kinds of behavior on the part of managers or leaders will 
produce effective individual or group output, high levels of motiva- 
tion, and personal growth on the part of subordinates? 

Part IV deals with groups.. What is a group? What functions 
does a group fulfill for its:merhbers, and, why do groups exist “within 
organizations? What makes’ a groul - effective. in terms of its own 
membership and in terms of intergroup relationships? And, finally, 


how can intergroup relations be m naged to maximize organizational 


* 


effectiveness and individual fulfillment? .~ a 

eeey then shifts'sto the. perspective ofthe organization as a 
gta ee. We review several’ tatonomies*and theories that attempt 
to spell out the relationship between the organization and its various 
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environments and then examine the ubiquitous question of how 
organizations should be designed to function more effectively. The 
cencepts of effectiveness and health are also discussed in terms of 
individual and organizational change. We conclude with a question 
that has many implications for organizational psychology and soci- 
ety in general: How can one conceptualize the process of ‘‘coping”’ 
with an ever-changing environment? One answer has been given by 
the concept of planned change and organizational development and 
the model of action research which underlies it. A model of the 
change process concludes the book. 

The thrust of my efforts in this book is to help the reader 
develop a more diagnostic point of view toward organizational phe- 
nomena. The goal is to understand better what goes on in indi- 
viduals, in groups, and in larger systems. We do not as yet have 
many firm principles which can guide action, but a thorough under- 
standing of and the ability to diagnose organizational problems is, in 
any case, crucial a$ a basis for action. 


In order to understand organizational psychology, we must first un- 
derstand something about organizations. What is an ‘‘organization”’ 
and how does one think about it? What kinds of human problems 
arise in organizations? 

It is surprisingly difficult to give a simple definition of an 
organization. All of us have spent our lives in various organiza- 
tions—schools, clubs, community groups, companies and business 
concerns, government agencies, hospitals, political parties, and 
churches. Yet is is not easy to state just what constitutes an organiza- 
tion. Let us examine some of the ideas proposed by sociologists and 
political scientists as a context for this discussion. 


WHAT IS AN ORGANIZATION?! 


Coordination 


First of all, it is important to-recognize that the very idea of 
organizing stems from the fact that the individual alone is unable to 
fulfill all of his or her needs and wishes. Individuals. particularly in 
modern society, find that they are lacking either in ability, strength, 
time, or endurance to fulfill their basic needs for food, shelter, and 


1 The ideas outlined in the next few pages were originally drawn from Blau 


and Scott (1962), Etzioni (1961), and March and Simon (1958). More recent 
analyses will be reviewed in Chapters 11 and 12. 
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safety. As several people coordinate their efforts, however, they find 
that together they can do more than any of them could have singly. 
The largest organization, society, makes it possible, through the 
coordination of the activities of many individuals, for all of its 
members to fulfill their needs. One basic idea underlying the concept 
of organization, then, is the idea of coordination of effort in the 
service of mutual help. 


Common Goals 


In order for coordination to be helpful, however, there must 
exist some goals to be achieved, and some agreement concerning 
these goals. A second important idea underlying the concept of 
organization, then, is the idea of achieving some common goals or 
purpose through coordination of activities. 


Division of Labor 


As we are all aware, organizations exist within larger organiza- 
tions. The entire world consists of many cultural and linguistic 
groups. Within those groups there are societies and nations tied 
together not only by a common language and culture, but by com- 
mon political and economic goals. Within each society or nation 
there exist economic, political, religious, and governmental organiza- 
tions and institutions. Within each of these larger units. we have 
many smaller units—individual business concerns, political parties, 
churches, county seats, and cities. And within each of these units, 
we have smaller groupings of people which also constitute organiza- 
tions—production and sales departments within a company, factions 
and cliques within a political party, a choir within a church, a police 
department within a city. 

According to some theories, these progressive differentiations 
arise out of the fundamental notion of division of labor, the third 
property common to human organizations. Tied up with the concept 
of coordination and the purposeful achievement of mutually agreed- 
upon goals is the idea that such goals can best be achieved if 
different people do different things in a coordinated fashion. Human 
societies have found that they can best achieve their goals if they 
divide up among their members the various tasks that need to be 
accomplished. Hopefully, the division is on the basis of different 
innate talents or skills, but this is not necessarily so, since people 
can be trained to do different things. 

The idea of division of labor is closely linked to the idea of 
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differentiation of function. Organizations can best achieve their vari- 


ous goals by differentiating on the basis of types of tasks, geographi- 
cal location, goals and subgoals to be achieved, talents available 
within the organization, or any other logical rationale. In analyzing a 
total society, for example, we distinguish between the economic 
system and its component organizations, and the political system, 
along with the various government organizations which comprise it. 
A society’s economy serves the function of providing food, shelter, 
goods, and services for its members through organizations that at the 
same time provide jobs and money to enable participants to purchase 
goods and services. A political system, on the other hand, serves to 
regulate the society, to provide for the safety and protection of its 
members, and to coordinate the various other institutions of the 
society. A third vital function is served by the educational system: 
the maintenance and continued growth of the society through creat- 
ing, conserving, and passing on knowledge to future generations. 
Thus each segment of society can be viewed as fulfilling a different 
function in the interests of total shared goals. 

The same analysis can be applied to a single business organiza- 
tion where it is even easier to see the logic of separating into 
different organizational units the functions of inventing and design- 
ing products (Research and Development, Engineering), locating 
potential customers and selling the product to them (Marketing and 
Sales), manufacturing the product (Production), generating the 
money necessary to build the production facility and pay employees, 
and determining the selling price of a product based on the cost of 
production (Finance and Accounting), hiring and training the people 
who will perform each of the functions (Personnel), providing for 
delivering the finished product to the custemer (Distribution), servic- 
ing it after it is sold (Field Service), and so_on. As we will see, such 
simple formulas for the division of labor no tonger work optimally as 
organizations have become more complex. Seeing the organization as 
a complex set of interdependent groups has led to a much more 
SEO. eT ee 
formed by different members a vote ee = sid 

groups of that organization. 


Integration 


The fourth and final concept needed to understand organiza- 
tions is closely related to the idea of differentiation and division of 
labor. If different parts are doing different things, some integrative 
function is needed to ensure that all elements are working toward 
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the commonly agreed-upon goals. The most typical, though by no 
means the only, form of such integration, is a hierarchy of 
authority—some system for superordinate subgroups or individuals 
to ensure that there is coordination among the parts through guid- 
ing, limiting, controlling, informing, and in other ways managing 
the activities of those parts. 

The idea of coordination implies that each unit submits to some 
kind of authority for the sake of achieving a common goal. If each 
unit pursues its own self-interest and disregards the activities of 
other units, coordination has by definition broken down. However, 
the idea of submitting to some kind of authority does not necessarily 
imply external control. Coordination can, in principle, be achieved 
by voluntary self-disciplining activities such as those engaged in by 
two children operating a seesaw. The kind of authority implied by 
coordination thus can range from complete self-discipline to com- 
plete autocracy. But some kind of controlling principle to ensure 
integration is an essential idea underlying organization. 

As we all know from daily experience, authority in most organ- 
izations is usually embodied in a complex hierarchy of positions or 
ranks. Ideally each position is supposed to have defined for it an 
area of responsibility and, theoretically, has the authority to ensure 
that its part of the job will be done in accordance with a more 
comprehensive plan. Coordination is thus implemented by the laying 
out of a kind of blueprint of who is responsible for what. This 
blueprint is usually, but not necessarily, constructed by the highest 
ranking members on the basis of rational criteria of job division and 
coordination that promote the overall goal. 


A PRELIMINARY DEFINITION 
OF ORGANIZATION 


The basic ideas presented above can be put together into a prelimi- 
nary definition of an organization. This definition is very similar to 
what early organization theorists used as their final definition. As we 
will see later, when we bring a systems and a developmental point 
of view to bear, the definition will have to be modified substantially 
to fit what we can observe in real organizations all around us. 

An organization is the planned coordination of the activities of 
a number of people for the achievement of some common, explicit 
purpose or goal, through division of labor and function, and through 
a hierarchy of authority and responsibility. 

One important point in this definition which has not yet been 
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discussed is that the object of coordination is activities, not people. 
As has been pointed out by many organization theorists, notably 
Chester Barnard (1938), only some of the activities of any given 
person are relevant to the achievement of a particular goal. In fact, 
the same person can belong to many different organizations because 
in each one only some of his or her activities are relevant. From the 
point of view of an organization, therefore, it is sufficient to spell out 
the activities or roles which must be fulfilled in order to achieve the 
goal. In a business organization, someone must purchase the raw 
materials, someone must design the product, someone must build it, 
and someone must sell it. Which particular person fulfills the role 
may be quite irrelevant to the concept of organization, though it will 
clearly be relevant to how well the organization actually operates. 

Because an organization is fundamentally a pattern of roles and 
a blueprint for their coordination, it exists independently of particu- 
lar people and can survive in spite of 100 percent turnover of 
membership. If the role expectations are recorded either in docu- 
ments or in the memories of managers, parents, OT teachers, the 
organization will continue from generation to generation with new 
members fulfilling the roles. In principle, the organization itself will 
only change when the blueprint itself is changed—that is, when the 
roles are redefined by higher authorities or by occupants of those 
roles. 

An organization, as we have defined it, is what sociologists 
term a formal organization, to distinguish it from two other types—a 
social organization and an informal organization. Social organiza- 
tions are patterns of coordination that arise spontaneously or im- 
plicitly out of the interactions of people without involving rational 
coordination for the achievement of explicit, common goals. A group 
of friends may coordinate their activities to a high degree and have 
common implicit goals such as ‘having a good time,” but they are 
not a formal organization. If they choose to make their goals explicit 
and formally agree to certain patterns of coordination in ‘order to 
ensure having a good time, and if they establish some hierarchy to 
Cus proper coordination, they would become a formal organiza- 
tion. In society, there are many patterns of social organization, such 
as the family, clubs, gangs, and communities. They should be distin- 
eps Biante like business concerns, schools, 

, unions, and prisons. 
Pr, Asa eatin organization refers to those patterns of coor- 
pn or a “aa “ee of a formal organization which 
Sitios tine echoed if ueprint. The organizational blueprint 
Sf ee hy ion of only certain activities. But, for a variety 
, the human actors who fulfill organizational roles rarely 
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limit themselves merely to the performance of these activities. Two 
workers on an assembly line are only supposed to do their particular 
job; yet they may wish to talk to each other, to have lunch together, 
to share gripes about their job and boss, and in various other ways 
establish relationships above and beyond the formally required ones. 
Such relationships tend to arise in all formal organizations. As we 
will see, many of the important psychological problems of organiza- 
tions arise from complex interactions between formal and informal 
organizations. 


A MODEL OF FORMAL ORGANIZATIONS 


If one asks a manager for a rundown of his or her organization, the 
person will typically produce an “organization chart,” which depicts 
in a two-dimensional way (1) the different hierarchical levels and (2) 
the different functional areas which derive from division of labor. 
Figure 2.1 shows a typical chart for a simple business organization. 


PRESIDENT 
VP VP VP VP VP 
Sales Prodiction Finance Personnel Engin. 


Fig. 2.1. A typical organization chart of a business. 


However, if one were to interview members of the organization about 
how the work of the organization was actually carried out day to 
day, and how status and importance were defined in the organiza- 
tion, one would find that the organization chart gives a very in- 
complete and possibly inaccurate description of what actually goes 
on. Instead, one needs a more complex picture such as the one in 
Figure 2.2, which depicts three basic dimensions of an organization 
(Schein, 1971): 


1, the hierarchical dimension, which reflects relative ranks in a manner 
similar to the organization chart 

2. a functional dimension, which reflects the different types of work to be 
done depicted as the different pie-shaped sectors in the cone diagram 

3. a dimension of inclusion or centrality, reflected in the degree to which 
any given person is nearer to or farther from the central core of the 


organization. 


Marketi 


Inclusion or centrality 
ee eae 


ee el 
Rank 
er, 
—— 
Sales 


Production 


Function 
Fig. 2.2 A three-dimensiona! model of an organization. 


It is a fact of organizational life that one not only has a certain 
kind of work and a certain rank or formal status, but one can also 
vary in the degree to which one is trusted and permitted to influence 
key decisions even from a position of low rank. In a classic study 
done in the 1950s, Melville Dalton (1959) showed that organizations 
not only generated informal groupings which cut across various 
functional and hierarchical boundaries, but that such groupings were 
essential to the running of the organization. High-level managers 
often checked out key decisions with low-level foremen or even 
workers whom they had come to know well over the years or with 
whom they shared outside activities, bypassing many levels of the 
organizational hierarchy. Such foremen or workers, then, can be 
thought of as possessing a high degree of centrality in the organiza- 
tion even at a low rank level. 

The centrality dimension is particularly important if one takes a 
developmental view of organizations, because it is possible for infor- 
mal groupings to arise over time which are in no way reflected in 
the formal organization chart. From the organizational/managerial 
perspective it is crucial to understand how such informal groupings 
arise and what role they play in the running of the organization. 
From the individual career perspective it is crucial to recognize that 
a career moves along all three of these dimensions and that a person 
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can be leveled off in terms of rank, and can even be stuck in a given 
functional area, yet still move into more central influential positions 
in the informal system of the organization. The process of socializa- 
tion into organizational roles is premised on this dimension of cen- 
trality—how much the organizational member is entrusted with 
organizational secrets and given access to decision making whether 
or not his or her formal rank warrants it. 

Using the concepts and models presented thus far, let us next 
review what kinds of psychological or human problems arise in 
organizations. As we will see, many of these problems reflect the 
complex interaction between rank levels, functional groupings, and 
shifting formal and informal organizational systems. In order to fully 
understand human problems in organizations it is necessary to con- 
stantly remind oneself that not only do they arise from a multitude 
of complex interactions, but that those interactions themselves 
change over time as both the individuals who make up the organiza- 
tion and the organization itself change, grow, and develop. 


HOW IS AN ORGANIZATION CREATED? 


Organizations begin as ideas in the minds of people. Though it will 
not be the focus of attention in this book, it must be recognized that 
the first human problem of any organization is the process of how 
one or more people convert an idea into a blueprint for a set of 
activities to be performed by two or more other people. The inventor 
in the garage who decides to build his or her invention by getting 
together five workers in a shop; the social organizer who starts a new 
club or political organization on campus; the religious leader who 
obtains a following by preaching and eventually establishes a 
church; the young teacher with a vision who decides to start a 
school of his or her own are all creating new organizations. 

If the organization is successful in accomplishing its goal of 
building a following or in creating demand for a new product or 
service, it will survive, grow, and become established. The founders 
or entrepreneurs who build an organization may move on or die; or 
be forced out by new managers who have a new vision of how the 
organization should operate. If the organization continues to be suc- 
cessful, it will survive successive generations of leadership and al- 
most take on a life of its own. Such stability results when 
organizations go beyond fulfilling their original goals and take on 
larger functions—they become employers, they provide membership 
and identities for their employees, they come to play a role in the 
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community, and they develop ideologies and myths about them- 
selves which usually include the assumption that they should sur- 
vive and grow. On the other hand, when an organization such as a 
business cannot maintain its basic or primary function of providing 
a product or service at a_ reasonable profit for the owners, it ““goes 
bankrupt” and ceases to exist as an organization, even though the 
former members may “reorganize” into a new entity. Similarly, so- 
cial, religious, or political organizations cease to exist when they 
lose too much of their following or get in the way of other more 
powerful organizations. 

If one wants to understand the process of organizational cre- 
ation, one should read the biographies of entrepreneurs and great 
leaders.2 Formal research on the creation of organizations is notice- 
ably scant, though some efforts to study entrepreneurship have been 
undertaken and will be reviewed in the chapter on motivation and 
leadership. What is important to note is that most of us encounter 
full-blown organizations, entities that have already developed rou- 
tines, norms, ways of doing things, traditions, rules, job descriptions, 
a unique vocabulary, and other patterns which have to be learned by 
new members. Because the organization is a “given,” one of its 
major processes is that of recruiting, training, and hiring new em- 
ployees. From the point of view of the individual, this same process 
is one of learning how to get along, being “socialized” into the 
culture of the organization, or—as some sociologists have labeled the 
process—“breaking in” to organizations (Van Maanen, 1976). 


RECRUITMENT, SELECTION, TRAINING, 
SOCIALIZATION, AND ALLOCATION 
OF PEOPLE TO JOBS 


Organizations are blueprints for human activities, but they do not 
function until people have been recruited to fulfill the specified roles 
and to provide the specified activities. Therefore, the first and per- 
haps major human problem of any organization is how to recruit 
employees, how to select, train, and socialize them, and how to 
allocate them to jobs for most effective role performance. Training in 
this context refers to the teaching of technical skills needed to 
perform the job; by contrast, socialization refers to the process of 
teaching the new recruit how to get along in the organization, what 

2 For two interesting yet contrasting examples, one could compare Chandler's 


(1962) analysis of several American industries and Speer’s (1970 lysis of 
Germany under Hitler. : ; A 
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the key norms and rules of conduct are, and how to behave with 
respect to others in the organization—what is often referred to as 
“learning the ropes.” The new recruit must learn where to be at 
specified times, what to wear, what to call the boss, whom to consult 
if he or she has a question, how carefully to do a job, and endless 
other things which insiders have learned over time. 

The broad problem of bringing people into an organization can 
be broken down into two subproblems. First, it should be noted that 
a policy of recruitment, selection, training, socialization, and alloca- 
tion designed to get the best performance out of people does not 
automatically ensure that the individual needs and expectations 
these people bring to the organization will in fact be met. Thus, one 
of the major dilemmas of organizational psychology arises because 
policies and practices that ensure organizational effectiveness may 
often leave individual needs unsatisfied, or worse, create problems 
above and beyond the ones people brought with them. Employees 
may become alienated, insecure, and bitter if the organization fails to 
fulfill minimum needs for security, maintenance of self-esteem, and 
opportunities to grow and develop. 

The fundamental question is, then, How can organizational 
policies or social practices be developed which will permit some 
reasonable matching of human needs and organizational demands? 
Or, if these are fundamentally incompatible, psychologists must ask 
what other social institutions exist now or should in the future exist 
to ameliorate the problems created by individual-organization con- 
flicts. 

Second, the allocation and effective utilization of human re- 
sources can be pursued by two fundamentally different strategies 
based on entirely different assumptions (Haire, 1959). One strategy, 
which has come to be identified with personnel psychology, puts its 
emphasis on selecting the person to fit the job. The job is considered 
a constant while the human being is considered a variable. People 
can be selected and trained. From the total pool of human resources, 
one can attempt to find those people who already fit organizational 
requirements or who can at least be trained to fit them. The other 
approach, identified originally with engineering psychology, puts its 
emphasis on redesigning the job and its physical environment to fit 
the limitations and capacities of the human being. The person is 
considered a constant while the job is considered a variable. Ideally, 
the job would be designed in such a way that any person could 
perform it. Both approaches can work and have worked in the past. 

How, then, should one balance the testing-selection approach 
with the engineering and job-redesign approach in order to maxi- 
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mize both the human potential available to organizations and the 


Ifill t of individual needs? . a 
" nr of the key themes throughout this book is that it is possible 


to maintain both these perspectives—the perspective of the indi- 
vidual attempting to use organizations for the fulfillment of his or 
her needs, and the perspective of the manager attempting to use 
human resources optimally to fulfill organizational needs. These di- 
vergent, yet overlapping issues are further complicated by the devel- 
opmental perspective, because both the needs of the organization 
and those of its members change over time and with experience. 
Therefore, solutions worked out by an organization at one point in 
its history may not be applicable at another point. Instead, we will 
see that individual-organizational interactions are in constant, dy- 


namic flux (Schein, 1978). 


UTILIZING AND MANAGING HUMAN 
RESOURCES 


The Psychological Contract 


Once people have been recruited, selected, trained, and allo- 
cated to jobs, the organization must focus on creating conditions that 
will facilitate a high level of performance over a long period of time, 
and also permit individual employees to meet some of their own 
most important needs through membership and work in the organi- 
zation. Traditionally, this problem has been attacked by searching 
out and cataloging the motives and needs of workers, and relating 
these to the incentives and rewards offered by the organization. As 
studies have accumulated, it has become apparent that the problem 
is complex and can better be conceptualized in terms of a ‘‘psycho- 
logical contract’ entered into by both the individual and the organi- 
zation. 

The notion of a psychological contract implies that there is an 
unwritten set of expectations operating at all times between every 
member of an organization and the various managers and others in 
that organization.* This idea is implicit in the concept of organiza- 


3 The concept of psychological contract is an extension of all that has been 
written by social philosophers about social contracts. In the organizational 
sphere it was first discussed in detail by Argyris (1960) and by Levinson (1962). 
The same idea is implicit in March and Simon’s (1958) “inducement-contribu- 
tion model and has been worked out in some detail by Homans (1961) in his 
social exchange theory of elementary social forms. Kotter (1973) has tested the 
idea by measuring both the employees’ and supervisors’ expectations and devel- 


is workshops to permit resolutions of possible mismatches in those expecta- 
ions. 
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tional role, in that every role is basically a set of behavioral expecta- 
tions (Kahn et al., 1964). The psychological contract implies further 
that each role player, that is, employee, also has expectations about 
such things as salary or pay rate, working hours, benefits and priv- 
ileges that go with a job, guarantees not to be fired unexpectedly, 
and so on. Many of these expectations are implicit and involve the 
person’s sense of dignity and worth. We expect organizations to treat 
us as human beings, to provide work and facilities which are need- 
fulfilling rather than demeaning, to provide opportunities for growth 
and further learning, to provide feedback on how we are doing, and 
so on. Some of the strongest feelings leading to labor unrest, strikes, 
and employee turnover have to do with violations of these aspects of 
the psychological contract, even though the public negotiations are 
often over the more explicit issues of pay, working hours, job secur- 
ity, and so on. 

The organization also has more implicit, subtle expectations— 
that the employee will enhance the image of the organization, will 
be loyal, will keep organizational secrets, and will do his or her best 
on behalf of the organization (that is, will always be highly moti- 
vated and willing to make sacrifices for the organization). Some of 
the greatest disappointments of managers arise when a valued em- 
ployee seems to have become less motivated or ‘‘unwilling to put out 
for the company.” 

Here again we find that a developmental perspective can pro- 
vide the key to understanding these issues. The psychological con- 
tract changes over time as the organization’s needs and the 
employee’s needs change. What the employee is looking for in a job 
at age 25 may be completely different from what that same employee 
is looking for at age 50 (Hall, 1976; Schein, 1978). Similarly, what 
the organization expects of a person during a period of rapid growth 
may be completely different from what that same organization ex- 
pects when it has leveled off or is experiencing economic decline. 

For example, at the beginning of the career, people’s needs and 
expectations revolve very much around “‘self-tests.”” They need to 
learn whether they can, in fact, contribute to an organization, 
whether they have the skill and strength to do certain kinds of work, 
whether they can make a contribution (Schein, 1964). They, there- 
fore, expect the organization to provide them with challenges to try 
out their skills and are most disappointed if they are kept too long in 
meaningless training assignments or at tasks they regard as menial. 
If this happens, neither they nor the organization can learn what 
their talents really are. 

At a later career stage, needs and expectations shift to identify- 
ing an area in which the person can experience @ sense of contribu- 
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tion and also develop this area of specialization; in turn, the 
individual expects the organization to recognize his or her contribu- 
tion in various ways (Dalton, Thompson, & Price, 1977). In mid- 
career when we are most productive we also expect the most in 
terms of recognition and rewards. At a later career stage, aS we level 
off and begin to contribute less visibly, our needs for reassurance 
and for security may rise, and the expectations implicit in the psy- 
chological contract may shift toward being ‘“‘taken care of,” not being 
“put out to pasture” or thrown out the door. Retired people often 
complain that their psychological contract was violated dramatically 
because they had many good years of contribution left, their com- 
pany was their whole life, they had really devoted themselves to it 
for decades, and felt that in return the company “owed” them some- 
thing more than being put out of work at an age when they felt they 
could still contribute. 

For its part, the organization needs and expects higher levels of 
motivation and effort when it is a young, struggling concern or ina 
severe competitive battle with other organizations. It expects more 
loyalty when it is under attack or in trouble and more “steady 
performance” in stable times when it feels it is offering a long-range 
sense of security to its employees. 

Both individual employee and manager forge their expectations 
from their inner needs, what they have learned from others, tradi-— 
tions and norms which may be operating, their own past experience, 
and a host of other sources. As needs and external forces change, so 
do these expectations, making the psychological contract a dynamic 
one which must be constantly renegotiated. Though it remains un- 
written, the psychological contract is a powerful determiner of be- 
havior in organizations. 


Power and Authority 


One key element of the psychological contract is the organiza- 
tion’s expectation that a new member will accept the authority 
system of that organization. Deciding to join implies acceptance of 
the basic rules that constitute the organization’s authority system. 
Within defined areas the person must be willing to accept the dic- 
tates of some other person or some written rules, to accept limita- 
tions on his or her own behavior, and to curb personal inclinations if 
they go against rules or orders (Schein & Ott, 1962). 

: Authority is not the same thing as power. Pure power implies 
the ability to actually control others through the exercise of naked 
strength, the manipulation of rewards or punishments which are 
meaningful to others, or the manipulation of information. Power 
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implies that others really have no choice because they are not strong 
enough to be self-determining or do not have access to the resources 
they need. It is what sociologists would call “nonlegitimate 
authority.’’ Legitimate authority, on the other hand, implies the will- 
ingness on the part of subordinates to obey rules, laws, or orders 
because they consent to the system by which the rules, laws, or rank 
were arrived at—that is, they grant the person in authority the right 
to dictate to them. Authority is legitimate when there is consensus 
among the members of an organization or a society about (1) the 
basis on which a rule or law is to be derived, and/or (2) the system 
by which a person is to be put into a position of authority. In other 
words, a law will be obeyed only if there is consensus on the 
method by which laws are made, and a foreman will be obeyed by 
workers only if there is consensus among the workers that the pro- 
motional system by which one gets to be a foreman is fair. It is 
consent to the total system which permits subordinates to tolerate 
and take orders even from an occasional bad boss. 

The organization can enforce its side of the psychological con- 
tract through the exercise of power and the use of authority. How 
can the employee enforce his or her side of the contract? Depending 
upon the total circumstances, the employee has a range of options: 
quitting the organization, reducing involvement in the work, going 
on strike, sabotage, and/or attempts to influence the situation on his 
or her own behalf. For employees to feel comfortable as members of 
the organization, they must be able to believe that they have some 
power to influence their own situation, to. enforce their side of the 
contract, to ensure that if the organization does not meet their expec- 
tations in some crucial area that they have, at least, the power to be 
listened to, and, at most, the power to leave without severe penalty. 

The actual mode of influence—whether as a free agent intro- 
ducing innovations or as a member of a union—is not as important 
as the fundamental belief on the part of employees that they have 
some power to influence the situation if their side of the psychologi- 
cal contract is not met. The pattern of authority and influence that 
develops in a given society or organization will depend upon the 
actual basis on which the consent of the members rests. Let us turn 
now to an analysis of several different bases of consent. 


Bases of Legitimate Authority 


Many theories and conceptual schemes have been proposed to 
explain the different bases on which authority can rest. I have al- 
ready indicated that pure power or nonlegitimate authority can rest 
on the possession of strength (which would include weapons) or on 


26 Organizational Psychology 


the control of certain rewards and punishments (giving a —o = 
compliance or firing someone for noncompliance) or on the contro 
of information. However, to really understand organizations we must 
understand the bases of legitimate authority—that is, the bases on 
which members of organizations arrive at a consensus voluntarily to 
submit to authority. One of the earliest and still best analyses of such 
bases of authority was that of the German sociologist Max Weber 
(1947), who attempted through these concepts to understand’ the 
i olitical systems. 

aE ts ent Mees early political systems beyond those that 
rested on pure power derived their stability from the acceptance on 
the part of the governed of a belief that the ruling group had the 
right to rule, and this right was embodied in the traditions and 
norms of the society. Such traditions usually included myths about 
the “divine” origins of rulers and included principles of succession 
such as the right of the eldest son to claim the throne upon the death 
of the king. Authority at lower levels derived from the delegation on 
the part of the king or high priest to others in the society. What 
made the system “right’’ or ‘‘fair’’ was the belief in the traditions 
surrounding the idea of monarchy. Once there ceased to be consen- 
sus about such traditions, the seeds of revolution were sown. The 
system was only as strong as the basic consensus about it. 

We can see the organizational counterpart of such a system in 
our own society if we examine our own attitudes about the “rights” 
of inheritance. In many organizations it is considered legitimate for 
the founder to pass on high positions of rank to members of the 
family, and workers will accept such authority even if they question 
the competence of the individual in the position. Such a system for 
acquiring managerial authority is not too common in the more in- 
dustrialized, economically developed portions of the world, but it is 
still quite common in less developed countries where organizational 
authority functions much like parental authority, leading to a kind of 
unquestioned paternalism (Davis, 1971). The psychological contract 
is basically that the manager/parent will ‘‘take care” of his or her 
employees and, in return, the employees will be loyal and produc- 
tive. Who gets to be a manager will be primarily a matter of the 
particular traditions within that culture, but typically authority is 
passed down along family lines. 

2. Rational-legal principles. The replacement of traditionally 
based monarchies by more parliamentary democratic political sys- 
tems was facilitated by the concept that the members of a society 
should have some voice in selecting the system by which they 
would be governed, and possibly even in selecting the people who 
would govern them. For this idea to work, the basis of legitimacy 
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had to shift to a rational-legal principle—that everyone would con- 
sent to a common set of laws and to the procedures set forth for 
obtaining such laws. Once there was consensus on how the laws 
were to be obtained, individual members of society would have to 
agree to abide by whatever laws were made. This process would 
maximize “rationality” in the sense of attempting to derive laws that 
“made sense,” were in the interests of the majority, protected human 
rights, and provided a system for rulership based on demonstrated 
competence. 

As we know, this principle or basis of consent does not always 
produce perfect laws or competent leaders. But it is a principle that 
is less subject to arbitrary whims on the part of whoever happens to 
be in a position of power. Once the members of a society have 
agreed to be ruled by law, there is at least a mechanism, however 
imperfect, of removing leaders or managers who are too incompetent 
or too willing to use pure power for illegitimate ends. What needs to 
be underlined is that the consensus on which this whole system 
rests is a consensus to be ruled by a legal process. Such a process is 
always vulnerable to a dictator who can establish himself or herself 
by the use of pure power; however, even a ‘“‘benevolent”’ dictatorship 
is inherently unstable in today’s world, because it does not rest on 
the consent of the governed and does not provide for a consensually 
validated means of determining succession. Consequently, most 
modern-day societies and organizations tend toward some kind of 
rational-legal system in order to avoid the arbitrariness and in- 
stability which results once a traditional system has been abandoned. 

In the United States these principles are expressed through a 
system of legislation and the election of officials based on a rational 
assessment of their abilities, motives, and prior service. Applied to 
organizations, authority based on rational consensus is expressed in 
the idea of promotion based on merit (ability plus past performance 
and experience), and in the idea that authority ultimately derives 
from a person’s expertness or competence, not family connections, 
money, or political power. What the boss is expert at might be quite 
different from what:the subordinates are expert at, as when a re- 
search manager supervises ten research chemists. The boss may 
know less technically but presumably knows more about how to 
manage a research group. The acceptance by the chemists of their 
boss’s authority ultimately rests on their perception of him or her as 
a better manager, and on their belief that the person achieved his or 
her position by a legitimate promotional process. 

3. Charisma. Whereas both tradition and rational-legal princi- 
ples invest a given office or rank with authority, Weber noted that 
many kinds of political or religious movements were based on cer- 
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ities of an individual leader. One can 
of magnetic personalities being able to 
capture a following by virtue of mystical, magical, per or ti 
extraordinary powers attributed to them. Commonly cited examples 
would be Jesus Christ, Gandhi, Hitler, and, most recently, J. F. 
Kennedy and Martin Luther King. Such leaders elicit a strong emo- 
tional response from their followers and, like the Pied Piper, can 
often get their followers to do things they would not ordinarily do 
simply by the force of their personality. oar 

A milder, yet similar phenomenon can be seen in organizations 
where certain leaders or managers elicit the loyalty of their subordi- 
nates on a very personal basis. All of us have at times obeyed orders 
and followed leaders simply because we trusted them completely 
and accepted their word as dogma, even if they had neither the 
expertise nor the legitimacy of an official rank. Psychologically we 
often follow such leaders because they set a very vivid example 
which enables us to identify with them, that is, to attempt to become 
more like them. Thus the ability of a leader to get followers to 
identify with him or her is one of the most powerful bases for 
eliciting loyalty and subordination. 

One of the major problems with charisma as a basis for 
authority is that it does not provide as clear a principle of succession 
as tradition-based or rational-legal systems do. If the leader dies or 
loses the charismatic properties, there is no clear basis for choosing a 
successor. Thus, charismatically-based systems or organizations have 
the same problem-as dictatorships—they are only stable during the 
lifstime of the leader. We can see examples of this instability in the 
power struggles that developed following the death of Lenin in the 
U.S.S.R. and Franco in Spain, or in several Latin American dictator- 
ships. By contrast, both monarchies and rational-legal systems have 
clearly defined successions, the one based on family ties and the 
other on written agreements, or laws. 

4. Pure rational authcrity—expertness. The ultimately rational 
basis on which to obey or follow someone is if that person possesses 
some specific information, competence, or expertness in relation to 
some problem we are experiencing. Such expertness is, in principle, 
independent of a person’s personality, social origin, or official posi- 
tion. We accept the authority of the scholar in relation to his or her 
field of study, the authority of the doctor, the automobile mechanic, 
the television repairman, and others upon whom we are dependent 
when things need to be fixed. Ideally, authority would always rest 
on such pure competence. The problem of building an organization 
on this basis is that it is not always possible to judge competence or 
expertness, especially in relation to complex tasks. Organizations 


tain compelling personal qual 
cite many instances in history 
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and societies therefore develop systems of education and testing 
followed by apprenticeships, internships, licensing, and accredita- 
tion to ensure that those who claim to be expert are in fact expert. 
But it should be noted that those systems of education and accredita- 
tion must themselves be perceived as legitimate if one is to have 
confidence in the expert. Thus, the pure rational model also rests on 
a rational-legal system which reflects some consensus on how to 
define competence. 


To illustrate how complicated the bases of authority really are 
from a psychological point of view, one need only pose to a group 
the following problem: An airliner crashes on a jungle island; the 
pilot is partially injured and knows nothing of survival in a jungle 
setting or how to build a raft. Who should be in charge—the pilot, 
the co-pilot, a passenger with vast experience in jungle survival, a 
passenger with a very strong personality who can pull the demor- 
alized survivors together, someone who is elected by the survivors, a 
team of several of the above? Should issues be settled by majority 
rule? How should. the group deal with someone who is physically 
very strong or possesses a gun and demands on that basis to be in 
charge? What the discussion typically reveals is that one cannot 
clearly answer the question of who should have authority until one 
has in the group some consensus on what the basis of authority 
should be. Until such consensus is achieved, there is a great proba- 
bility of chaos and disorganization. 

Psychologists have become interested in the bases on which 
power, or, as I have preferred to call it, authority, rests and have 
developed a typology similar to the sociological one (Cartwright, 
1959). The two typclogies are shown in Table 2.1 and can serve to 
summarize this discussion. What sociologists have termed nonlegiti- 
mate authority has been labeled variously by psychologists as coer- 
cive power, or the power to reward or punish; what sociologists have 
called rational-legal authority corresponds to the psychologists’ posi- 
tion power; charisma has been broken down into two psychological 
constructs—personal power, based on the potency of the leader, and 
referent power, based on the ability of the leader to elicit imitation 
or identification in the follower; finally, pure rational authority corre- 
sponds to expert power. Tradition as a basis of authority has no clear 
psychological counterpart. 

I have inserted this discussion of authority and its bases in 
order to underline the point that an organization cannot function 
unless its members consent to the operating authority system, and 
that this consent hinges upon both parties’ upholding the psycholog- 
ical contract between them. If the organization fails to meet its 


Table 2.1 


Sociological Bases of Authority and Psychological Types of Power 
ita tea etn ETE Ec 


Coercive power 


Nonlegitimate authority 
Reward-punishment power 


Traditional authority —No counterpart concept 


Rational-legal authority Position power 


Personal power 


Charismatic authority Sa? 
eferent power 


Rational authority Expert power 


members’ expectations and, at the same time, cannot coerce them to 
remain, they will most likely leave. Thus, the problem of motivation 
and organizational incentives or rewards is best thought of as a 
complex, continuous bargaining situation between the organization 
and its members. This ongoing negotiation involves the decisions of 
whether to join, how hard to work, and how creative to be, as well 
as feelings of loyalty and commitment, expectations of being taken 
care of and finding a sense of identity through one’s organizational 
role, and a host of other decisions, feelings, and expectations. 


COORDINATION AND INTEGRATION 
AMONG THE PARTS 
OF THE ORGANIZATION 


As was pointed out earlier, division of labor is an essential aspect of 
organization. Such a classificatory process is often initiated by spec- 
ifying the various means to accomplish a given end. Each of the 
means specified becomes the goal of the group of individuals to 
whom it has been assigned. This suborganization then generates its 
own means for accomplishing its goals and makes these the goals for 
further suborganizations. Let us take a typical business example.. In 
order to survive and make a profit (the ultimate goal), the top level 
of management must create products and markets and must raise 
some money in order to manufacture the products and sell them (the 
basic means to be used to accomplish the ultimate goal). As these 
means are made operational through the creation of marketing, sales, 
engineering, finance, and manufacturing departments, the various 
means become the primary goals of each of these subordinate depart- 
ments. That is, it becomes the goal of the finance department to raise 
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money and the goal of the engineering department to design a good 
product, and so on. Each of these units may then subdivide its task 
in order to accomplish its goals most efficiently. For example, the 
marketing and sales department may choose as a means of accom- 
plishing its task a division into different sales forces to sell to 
different kinds of customers. As each of these is created, what was a 
means for the total sales force becomes an end or goal for the 
subunit. Similarly, manufacturing may divide into several plants 
making different products, and what is a means for the total man- 
ufacturing group becomes a set of goals for each of the plants, and so 
on down the line. 

The total organization, then, can be seen as a system of ‘‘means- 
ends chains” wherein the means for personnel at a higher rank in 
the organization’s hierarchy become the ends for groups directly 
below them. The master blueprint of the organization often specifies 
only the first level of means to be employed, giving a certain amount 
of freedom to the next lower level to develop its own suborganiza- 
tion. This situation creates the possibility—in fact, the likelihood— 
that different parts of the organization will begin to operate at cross- 
purposes with one another, overlap in function, or compete for 
scarce resources such as ‘‘good’”’ employees or a certain ‘‘share of the 
budget.” 

Each subunit can develop its own purposes and goals as well 
(McKelvey & Kilmann, 1975). In our business example, each plant 
may decide that for optimal performance it needs its own engineer- 
ing department, which may conflict with the central engineering 
department’s decision to have a common engineering policy imple- 
mented through a single, centrally controlled group of engineers. Or 
the various sales forces, in order to maximize their »wn sales, may 
promise customers certain variations of the product which are costly 
to manufacture—and thus may run into conflict with the decision of 
manufacturing to minimize costs by standardizing the product as 
much as possible. Competition for scarce resources could occur if 
each department inflates its budget in order to maximize its perform- 
ance or if several departments each hoard their best people rather 
than making them available to other departments which may need 
them more. The larger the organization and the mission to be accom- 
plished, the greater the potential lack of integration. Thus, one of the 
major problems organizations face is the integration of their various 
parts to ensure effective overall performance (Lawrence & Lorsch, 
1969). 

But why is this a psychological problem? Why should it be 
considered in a text on organizational psychology rather than in one 
on organization theory per se? Why cannot integration be ensured 
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ful overall organizational plan which allocates 


imply by a more care sad ss 
seme: that duplication and competition are elimi- 


functions in such a way 


nated? 


The answers to these questions all require an understanding of 


how informal organizations operate and how they affect the formal 
organization (Homans, 1950). As was pointed out: above, ones 
though organizational roles demand only certain limited activities 
from each person, it is the whole person who comes to work. People 
bring with them many attitudes, feelings, and perceptions which are 
not anticipated by the organization and which do not clearly fit into 
its plan. As they work with others, they develop relationships with 
them, informal agreements, and patterns of coordination, all of 
which go beyond those specified formally by the organization. In 
fact, such informal procedures. often are developed precisely to cope 
with problems formal procedures and regulations fail to resolve. 

Often, people’s perceptions, feelings, and attitudes as reflected 

in informal procedures exhibit a strong loyalty to the subunit to 
which they belong and are shaped by the kind of work the subunit 
does. As people identify with a subunit, their self-esteem begins to 
be tied to its performance, and it becomes increasingly difficult for 
them to understahd and empathize with the problems of other. units 
or those of the organization as a whole. Increasingly, they may work 
for their own unit and become indifferent or hostile to other groups. 
The formal-organization often encourages this process by rewarding 
competition between groups and stimulating esprit de corps within 
groups. 
An important part of the psychological contract, possibly the 
part that most determines day-to-day behavior, consists of subgroup 
norms. Ultimately, a person’s basic sense of identity derives largely 
from face-to-face contacts with members of a subgroup rather than 
from formal organizational rules. Thus it should not be surprising 
that many of the intergroup or interunit difficulties which arise in 
organizations are the product of psychological forces ultimately re- 
flecting the characteristics of human beings. Such forces operate in 
organizations toward the establishment of informal patterns which 
influence and alter the formal ones. Achieving greater integration, 
therefore, involves not only a rational redesign of the formal organi- 
zation, but also psychological procedures to improve communication 
and mutual understanding among the subgroups within the organi- 
zation. 

As we will see, one of the reasons why traditional definitions of 
organizations have not been very helpful in understanding what 
really goes on in organizations is that they have ignored the complex 
interplay between the formal and the informal organization, and the 
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need to adapt both the system of differentiation and the methods of 
integration to the actual task to be performed and the characteristics 
of the people performing it (Lawrence & Lorsch, 1969). One of the 
most basic ideas in modern organization theory is ‘form follows 
function.”’ That is, one cannot really design an effective organization 
without a careful assessment of what the task or goals of that organi- 
zation are to be, and there are many ways to integrate the effort of 
the different parts of an organization other than the traditional hier- 
archy of authority. The major dilemma in the design of organizations 
is how to balance the gains of differentiation against the costs of 
potential lack of integration, and how to invent organization designs 
which optimize both. 


ORGANIZATIONAL EFFECTIVENESS, 
SURVIVAL, AND GROWTH 


The final set of human problems to be discussed concerns the rela- 
tionship of organizations to their environments. All organizations 
exist in multiple environments. They exist within the culture and 
social structure of the larger society, and they coexist in various 
relations to other organizations with similar purposes, as well as 
disparate social organizations and groups of people who may be 
owners, managers, employees, customers, clients, or simply ‘‘the 
public at large.”’ 

In order to survive at all, an organization must fulfill some 
useful function. The common goals set by the, architects of the 
organization must result in some product or service which is useful 
to the members of the organization or to other organizations or to the 
public at large. For example, Blau and Scott (1962) in their analysis 
of formal organizations use as the major basis for classification the 
criterion of who benefits from the existence of the organization. They 
define four classes of organizations: 


1. Mutual-benefit associations: Those which benefit primarily the members 
of the organization, the rank and file (for instance, unions, clubs, 
political parties, religious sects, professional societies). 

2. Business concerns: Those which benefit primarily the owner-managers 
(such as industries, stores, banks, insurance Companies). 

3. Service organizations: Those which benefit primarily their clients (for 
example, hospitals, schools, social work agencies). 

4. Commonweal organizations: Those which benefit the public at large 
(government organizations, such as the Internal Revenue Service, De- 
fense Department, police, fire department, and research organizations). 
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The survival of each type of organization ultimately — 
its ability to continue to be of use -to its prime pete e 
survival of an organization does not involve psychological problems 
different from the ones already cited. To survive, the organization 
must continue to perform its primary task through the recruitment, 
proper utilization, motivation, and integration of the people in it. 

When we turn to the problem of organizational growth, 
however, we do uncover some new psychological problems. For 
example, organizational growth in a business concern may well in- 
volve the development of new products and new processes for mak- 
ing products in order to improve the company’s competitive 
position. New ideas for products and processes come from people. 
The organization, therefore, faces the problem of how to create an 
environment and a set of management policies which will not only 
get the primary task performed effectively but which will, in addi- 
tion, stimulate creative thinking and innovation. 

This is not a trivial problem because many of the procedures 
organizations develop to maximize their day-to-day effectiveness 
lead to a psychological climate in which innovation and creativity 
are actually punished. If such a climate has come into existence, 
how can an organization go about changing it without losing day-to- 
day effectiveness? Should innovation and creativity be expected of 
all members of the organization, or should it become the assigned 
task of a few members of a research and development group? If such 
a group is created, how should people be recruited into it, how 
should it be managed, and how should it relate to other parts of the 
organization? | 

Problems of growth relate closely to problems of adapting to 
and managing change. Today many organizations find themselves in 
a dynamic environment. Technological change, which is proceeding 
at an incredible rate, creates constant problems of obsolescence. 
Social and political changes occurring throughout the world create a 
constant demand for new services and the expansion of presently 
existing ones. With the advent of computers and automation, the 
nature of organizations themselves is changing, bringing. new needs 
for highly educated and trained employees and managers far exceed- 
ing the present supply. Changing values in regard to the work ethic, 
the proper role that work and family should play in a person’s life, 
equal employment opportunities for women and members of minor- 
ity groups, all have changed the expectations of members of organi- 
zations about a reasonable and fair psychological contract. Various 
government agencies and public groups have begun to challenge 
some of the assumptions organizations have traditionally made about 
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product safety, pollution, obligations to communities to provide em- 
ployment, and what their ultimate role in society is to be. 

These environmental forces not only demand creative thinking 
on the part of members of organizations, but they also involve a 
more fundamental psychological problem. This problem can be con- 
ceptualized as follows. Much of the present technological and social 
change is unpredictable. We cannot accurately assess what will be 
the environment for organizations even a decade ahead. Therefore, if 
organizations are to adapt to such rapid and unpredictable change, 
they must develop flexibility and the capacity to meet a variety of 
new problems. Such characteristics ultimately reside in the human 
resources of the organization. If the managers and employees are 
themselves flexible, the organizational blueprint can be consciously 
and rationally altered in the face of changing external situations, but 
if an organization’s members are locked into a rigid pattern of re- 
sponding, then altering the blueprint will be a useless exercise. The 
psychological problem for the organization becomes, therefore, how 
to develop in its personnel the kind of flexibility and adaptability 
that may well be needed for the organization to survive in the face of 
a changing environment. 

For example, the employee who ten years ago had a yen for 
pure mathematics and was encouraged by the company to pursue 
this study may find himself or herself today suddenly occupying a 
key role in evaluating the merits of conversion to automatic data 
processing through electronic computers. If the organization is to 
make itself capable of adapting to and managing change, it may well 
have as one of its major psychological problems the encouragement 
of diversity of skills and the psychological growth of its employees. 
Such psychological growth may not only make management of change 
easier but may also ameliorate some of the other problems mentioned 
above, such as how to motivate employees, how to create commitment 
to the organization, and, most important, how to create a situation in 
which personal reeds and organizational needs can both be satisfied. 

Finally, organizational flexibility will be increased if key man- 
agers begin to develop attitudes and skills which permit them to uti- 
lize the findings of organizational psychology on behalf of the 
development of the organization itself. As the field of organizational 
psychology develops, it is becoming increasingly clear that an organ- 
ization’s health and effectiveness will depend ultimately upon its 
ability to diagnose its own problems and to develop its own solu- 
tions (Schein, 1969). The agents of planned change will necessarily 
be key managerial personnel, and these individuals will be required 
to take a systems view of organizations, to diagnose the complexities 
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of organizational problems, to utilize outside resources whére appro- 
priate to aid in the diagnosis and intervention, and to educate others 
to do so within the organization. All organizations face the problem 
of how to develop such attitudes and skills in their key managers. 


SUMMARY 


In this chapter, we have attempted to outline the major ideas under- 
lying the concept of formal organization and also the human 
problems that arise in organizations: These problems interact and 
overlap, but for purposes of rough classification they can be divided 
into the following categories: (1) problems of creating and designing 
the organization; (2) problems of recruiting, selecting, training, so- 
cializing, and allocating human resources; (3) problems deriving 
from the nature of the psychological contract between the individual 
and the organization; that is, how authority is delegated within the 
organization and how the individual can exert an influence on the 
organization; (4) problems of integrating the various units of a com- 
plex organization, which largely entails improving communications 
among the various informal organizations within the formal struc- 
ture; and (5) problems stemming from the needs of the organization 
to be effective, to.survive, and to grow and develop its capacity to 
adapt to and manage change in a rapidly changing world. 
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Throughout history there have been many attempts to provide a 
comprehensive answer to the question of what really motivates peo- 
ple—what in the nature of human beings makes them behave in 
certain ways. Yet the answer continues to elude us, and the debate 
today about what motivates people in their work behavior continues 
as lively as ever. 

In the next several chapters, I will attempt first to show why it 
is so difficult to determine the ‘‘essence” of human nature by review- 
ing the several perspectives that managers have historically taken on 
motivation. Then the implications of the various managerial assump- 
tions for strategies of supervision will be outlined. Review of some 
major research findings bearing on each of the major sets of assump- 
tions will then lead to the argument that each of the theories is 
partially correct, but only partially. To fully understand motivation 
and human behavior we must develop a complex set of assumptions 
about people and we must also set these assumptions in a develop- 
mental context. 

The main conclusion will be that there is no one answer, no 
one “correct” way to manage people, no ‘perfect’? way to organize 
or to design work. Instead, one must become diagnostic and flexible, 
sensitive to events and their subjective interpretation by the partici- 
pdnts in a given situation, so that one can choose a course of action 
appropriate to that situation. 
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One of the persistent problems of organizational psychology has 
been to develop a concept of human nature which would provide 
managers with clues on how to recruit, select, and manage people in 
order to obtain productivity for the organization and satisfaction for 
the employee. Typically we have looked toward theories of motiva- 
tion to find such a concept—what makes people work, what ultimate 
needs or motives drive them, how important is money as a motiva- 
tor, how similar are people in their motivation, what kinds of incen- 
tives will workers respond to if one wants to increase their 
productivity, why are some people highly motivated while others 
slack off or even turn their energy and creativity toward undermin- 
ing the organization? 

There are a great many competing theories of motivation which 
purport to explain the behavior of people in organizations, but there 
is relatively little clear research support for any of them. It is as if 
every theory that is proposed—such as the need for security, or the 
need to use one’s competencies, or the need for self-actualization—is 
partially true in that it explains the behavior of some employees or 
some managers some of the time. But every time we attempt to 
generalize, we find that other, more important phenomena seem to 
be at work that vitiate the proposed theory. People sometimes work 
for money but then, to our surprise, fail to respond to a financial 
incentive system; people clearly want to use their competencies but 
then sometimes refuse a clearly more challenging job; people become 
demotivated and less interested in their work, yet the quality of what 
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they do remains high. How are we to explain all of these inconsis- 
tencies and how is a manager to develop sensible, rational policies 


for dealing with people? 


THE BIOLOGICAL FALLACY 


One major explanation for the variation we see in human behavior is 
that such behayior is only partially determined by whatever inner 
needs or motives we bring with us as members of a biological 
species. A far greater determinant of what we do is our learned 
motives and responses, which reflect our culture, our family situa- 
tion, our socioeconomic background, and the actual here-and-now 
forces operating within any given life situation. In other words, our 
motives and needs are largely determined by our perceptions of the 
situation we find ourselves in, and those perceptions are themselves 
largely determined by prior learning. 

For example, whether or not money will motivate me may 
depend largely upon my perception of myself as in need of more or 
less money, and that perception will depend in part upon how I 
relate my own status and condition to that of others with whom I 
identify, who represent my “reference group.” If I have come from 
very humble origins and have finally achieved a reasonable subsist- 
ence level and perceive myself as “having made it’? by whatever 
standards I assimilated in the subculture in which I grew up, I will 
react very differently to a monetary incentive than if I am a business 
school graduate starting out at the bottom of my career, aspiring to a 
high level in the organization and to a position of wealth which will ~ 
prove to the world that I have really made it “to the top.” 

In other words, even though human beings may start with 
similar biological and genetic tendencies, they develop different pat- 
terns of needs, motives, talents, attitudes, and values that reflect the 
particular upbringing and sociocultural situation in which they find 
themselves. To give another example, a manager may have learned 
that one way to deal with workers is to involve them participatively 
in certain kinds of decisions, to build a climate of mutual trust and 
open communication with them. That strategy may work very well 
with a worker whose own parents have grown up in a middle-class 
business-oriented community, yet it may fail dismally with a third- 
generation political activist whose family helped initiate the devel- 
opment of unionism and has always operated from the initial as- 
sumption that managers can never be trusted. 

So not only is it a fallacy to look for ‘*human nature” in our 
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biological origins, but there is overwhelming evidence that some of 
the strongest motivational determinants of human behavior are situa- 
tional and role related. For example, an otherwise unaggressive per- 
son might fly into a rage and quit a job if he or she is insulted by a 
boss or treated in an undignified manner: a totally honest individual 
might embezzle company funds if confronted by a medical crisis at 
home; an indolent worker might suddenly become superenergetic if 
a co-worker is someone with whom he or she has always felt highly 
competitive; a person who was always unwilling to travel for the 
company niight suddenly want to travel because the children have 
grown up and a new set of activities is needed to stimulate the 
relationship between the person and his or her spouse; a worker 
might really produce at a high level for a boss who treats him or her 
fairly but become a saboteur if the treatment is perceived as unfair. 
Sociologists have a concept called ‘‘the definition of the situa- 
tion,” by which they mean that human beings are always operating 
in some kind of situation the meaning of which is defined by the 
collective perceptions of, assumptions about, and expectations one 
has for that situation. We never operate in a social vacuum. We are 
always moving from one situation to another, and how we react, 
what our motives will be, will depend largely on how we define or 
structure that situation. When we enter new situations—as when we 
take a new job or join a new organization—the process of socializa- 
tion can be defined partly as being taught or learning how to define 
or think about a given subset of that situation—what to do in the 
presence of the boss, how hard to work after hours, and so forth. 
If we are to understand what a person is doing in a given 
situation and why, we must seek to understand the person’s defin- 
ition of the situation. If the organization has introduced a monetary 
incentive syst-m to increase production, and yet production does not 
increase, the .nswer may well be that the workers are defining the 
situation as one in which working a little harder may lead to dis- 
rupted friendships, loss of pleasant social contacts, and possibly a 
later reduction in how much they will be paid for a given piece of 
work. From that perspective the monetary gains are not worth the 
risks, and behavior will not change, not because money is unimpor- 
tant in some general motivational scheme, but because in that par- 
ticular situation the workers’ need for money was weighed by them 
against other values and motives which were operating. The same 
workers who fail to respond. to a particular monetary incentive 
scheme may quit their jobs to take a higher paying one somewhere 
else. Does that make them inconsistent? No. It simply means that 
motives are tied to particular situations, and we cannot assume that 
the same motives apply to all people at all times in all situations. 
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The assumption that human nature is fixed and consists of a 
single set of motives that operate the same way 1D each of us has not 
received much scientific support. Yet there are consistencies In how 
people behave. These consistencies probably derive from the com- 
mon perspectives we adopt through our various experiences of being 
socialized into a culture, a family, a socioeconomic stratum, a com- 
munity, and ultimately an organizational role. 


THE NEED FOR A 
SOCIOLOGICAL/SITUATIONAL PERSPECTIVE 


Some of the most predictable human responses occur in face-to-face 
interactions and some of the strongest human motives derive from 
immediate, face-to-face encounters. Anthropologists such as Edward 
Hall (1959, 1966, 1977) and sociologists such as Erving Goffman 
(1959, 1963, 1967) have shown us very clearly how highly reg- 
ularized our social behavior is and how strongly we feel about 
maintaining the ‘interactional order.” For example, we all know that 
one of the easiest ways to induce anger in someone is to insult them, 
and it is easy to embarrass oneself or one’s associates by making a 
fool of oneself (by saying or doing something stupid or out of line). 
Learning good manners, tact, savoir faire, how to get along with 
others is given tremendous emphasis by most parents, even though 
the exact rules of the game (what is good manners or what is tactful) 
will vary-from subculture to subculture. 

The South African psychologist Raymond Silberbauer (1968) 
tells of having to make white foremen in the gold-mines aware of 
some of the cultural rules of various tribal groups from which work- 
ers are recruited. For example, workers were being perceived as 
untrustworthy and “‘shifty-eyed” by the foremen because they never 
looked directly at a foreman. The foremen were unaware that it was 
a mark of disrespect to look directly into the eyes of a superior! For 
males to hug each other is learned as a positive sign of friendship in 
Latin America, yet may arouse real anxiety and suspicion of homo- 
sexuality in an American supervisor unfamiliar with such customs. 
In most multinational companies horror stories abound of how man- 
agers from one culture mismanaged situations because they did not 
know the simple rules of interaction in another culture. But the same 
phenomenon occurs within our own society across socioeconomic 
groups, geographical regions, groups of different religious origins, 
and so on. 


Pride and dignity are powerful feelings, and the desire to main- 
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tain one’s dignity or ‘“‘face’’ may be a far more powerful motivator 
than any of the ones we typically find in the lists put together by 
personality psychologists, for example, needs for power, achieve- 
ment, security, and so on. As the industrial psychologist Norman 
Maier (1973) points out in his text, companies will spend a good 
deal of money to cover a mistake made by an officer in order to 
protect his or her feelings, that is, not to make the person “‘lose 
face.’’ As Goffman (1967) and other sociologists have pointed out, 
this motive is so important because if we cannot trust others to 
protect our face and dignity, the whole social order becomes unsafe. 
If I am to feel secure in my dealings with others, I must be able to 
believe that they will not unduly take advantage of me, and I must 
show them by behaving with tact that I also can be trusted. Once we 
violate these norms of interaction, the very fabric of society begins to 
be torn down. Violators are subject to ostracism and may be viewed 
as emotionally unstable and in need of psychiatric treatment. Persist- 
ent violators of basic rules of conduct may be put into psychiatric 
hospitals until they learn to “get along with others.” 

Many severe labor-management crises can only be understood 
from the perspective of the threats or insults perceived by workers 
that often go far deeper than wages or working conditions. The 
‘Soke’ about employees’ restrooms being a good deal shabbier than 
management’s may be ratlter humoriess if one takes this perspective. 
The important conclusion is that one cannot really understand what 
kinds of events will threaten someone’s dignity without taking a 
situational and sociological perspective, without studying the norms 
and values of the particular people in the group being observed. 


THE DEVELOPMENTAL PERSPECTIVE 


The developmental perspective is simply an extension of the so- 
ciological/situational one in that it alerts us to the fact that needs, 
motives, values, and norms all change with the evolution of society, 
with the growth and development of organizations, and, most impor- 
tantly, with the growth and development of the individual. What 
may have been a paramount need or value at one stage in a person’s 
life may change completely at another stage (Schein, 1978; Hall, 
1976). One of the great problems in studying human behavior scien- 
tifically is that one cannot easily distinguish between factors that 
remain stable and those amenable to change and growth. As we will 
see later, part of life development is a process of stabilizing one’s 
self-image and one’s values, yet there are dramatic cases of change in 
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THE ORGANIZATIONAL PERSPECTIVE 


factors that determines patterns of 
motivation is the organizational context of behavior. How the organi- 
zations we work in or belong to treat us, the kinds of norms and 
values that operate in them, the kinds of authority and power exer- 
cised, all will powerfully affect our actions and the kinds of motives 
from which we act. This argument can best be understood in an 
historical context by noting that organizations do change their basic 
pattern of power and authority. It can also be understood if we 
compare a wide range of types of organizations in terms of their 
basic psychological contracts with their members. 

Etzioni (1961) has provided a very useful typology of such 
individual-organization relationships by classifying organizations on 
the basis of (1) the kind of power or authority they use to elicit 
compliance and (2) the kind of involvement they elicit from mem- 
bers of the organization. On the authority dimension, Etzioni has 
identified three basically different types of organizations in terms of 
whether they use pure coercive power, economic or other material 
incentives combined with rational-legal authority, or “normative” 
rewards or incentives. Organizations in this last group generally 
provide opportunities for their members to contribute to goals which 
are intrinsically valued and congruent with individual goals and also 
display either a charismatic or a rational leadership style. Table 3.1 
shows examples of each of the pure types as well as examples of 
some mixed structures which involve combinations of authority 
types. 

This typology is based on a different principle from the Blau 
and Scott typology shown in Chapter 2 and is more useful for our 
purposes in that it focuses on the internal “climate” of the organiza- 
tion instead of the ultimate purpose or function of different kinds of 
organizations in society. 

Etzioni also distinguishes three types of involvement of organi- 
zation members, as follows: (1) alienative, which means that the 
person is not psychologically involved but is coerced to remain as a 
member; (2) calculative, which means that the person is involved to 
the extent of doing a “fair day’s work for a fair day’s pay’: and (3) 


One of the major situational 
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moral, which means that the person intrinsically values the mission 
of the organization and his or her job, and is personally involved 
and identified with the organization. 


Table 3.1 


Seer ~~ eee 
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Classification of Organizations Based on Type of Power or Authority 
Used 


A. Predominantly coercive, nonlegitimate authority 


Concentration camps 

Prisons and correctional institutions 
Prisoner-of-war camps 

Custodial mental hospitals 
Coercive unions 


B. Predmoninantly utilitarian, rational-legal authority, use of economic rewards 


Business and industry (with a few exceptions) 
Business unions 

Farmers’ organizations 

Peacetime military organizations 


C. Predominantly normative, use of membership, status, intrinsic value rewards, 
authority based on charisma or expertise 


Religious organizations (churches, convents, and so on) 
ideologically based political organizations or parties 
Hospitals 

Colleges and universities 

Social unions 

Voluntary associations and mutual-benefit associations 
Professional associations 

Business organizations when they are first founded 


D. Mixed structures 


Normative-coercive: combat units 

Utilitarian-normative: most labor unions 

Utilitarian-coercive: some early industries, some farms, Company towns, 
ships 


Source; Based on Etzioni (1961). 


Table 3.2 shows the nine types of organizational relationships 
that could logically result from this typology. Etzioni points out, 
however, that the type of personal involvement possible depends to 
a Jarge extent on the kind of power or authority exercised by the 
organization. Hence there is a tendency for organizations to cluster 
in certain cells of the table. primarily along the diagonal from upper 
left to lower right. Thus, if we look back at the examples in Table 
3.1. we see that the kinds of organizations listed under coercive 
would typically have highly alienated members. Utilitarian organiza- 
tions. on the other hand, would tend to have calculative members 


Table 3.2 


Types of Power-Authority Versus Types of Involvement 


COERCIVE UTILITARIAN NORMATIVE 
Alienative * 
Calculative * | 
Moral 
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*Represents the predominant types. 
Source: Based on Etzioni (1961). 


who expect primarily economic rewards for their performance but 
who do not feel they have to like their jobs or their employer. The 
kinds of organizations listed under normative tend to have members 
who belong because they value the goals of the organization and like 
to fulfill their organizational roles. That is, they consider it morally 
right to belong. 

We can restate this point in our terms by saying that the 
organizational types that fall along the diagonal have workable or 
“fair” psychological contracts with their members. What the organi- 
zations get in the way of involvement is in line with what they give 
in the way of rewards and the kind of authority they use. If a 
utilitarian organization like a manufacturing concern expects its em- 
ployees to like their work—that is, to be morally involved—it may be 
expecting workers to give more than they receive. Or if a normative 
organization such as a university wishes to maintain the moral in- 
volvement of its faculty, it must use a reward-and-authority system 
in line with such involvement. If university administrators withhold 
status or privileges such as academic freedom, for example, they will 
be violating their psychological contract with professors. The faculty 
will probably respond either by redefining its role and changing the 
nature of its involvement from moral to calculative—which might 
mean putting in minimum class and office hours based on the 
amount of pay received—or by becoming alienated, that is, doing the 
required amount of teaching and research, but without concern for 
quality and without enthusiasm.! 

The above typology represents ‘pure’ types of organizations 
seldom found in real-world circumstances. Most organizations are a 


1 We have seen in recent years a considerable growth in faculty unionization, 
typically related to feelings on the part of a faculty that members were not 
being fairly treated on issues such as pay, opportunities to influence university 
policy, and the like (Baldridge, 1971; Ladd & Lipset, 1975). 
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complex mixture of several types. Nevertheless, it is useful to de- 
scribe the pure types and to consider the basic dimensions of type of 
authority-power and type of psychological involvement. Historically, 
there has been a shift away from pure coercive and normative types 
of organizations toward various combinations of utilitarian with ei- 
ther normative or coercive. Particularly in the development of busi- 
ness and industry, we have witnessed the movement from a coercive 
atmosphere in which labor was compelled to follow company dic- 
tates because of the scarcity of jobs and an overall low standard of 
living, to company concern for adequate economic rewards, job se- 
curity, and many other kinds of employee benefit. The growth of 
unions and collective bargaining has promoted the utilitarian, ra- 
tional-legal type of contractual relationship between management 
and labor (Harbison & Myers, 1959). 

As business and industry have become more complex and more 
dependent on high-quality performance from both managers and 
workers, a trend has begun toward making the psychological con- 
tract more utilitarian-normative. By this I mean that companies are 
seeking to establish new kinds of relationships with their members. 
These new relationships to some degree abandon purely utilitarian 
conceptions in favor of normative ones. Members are increasingly 
expected to like their work, to become personally committed to 
organizational goals, and to become creative in the service of these 
goals; in exchange, they are given more influence in decision mak- 
ing, thus reducing the authority of management. 

One way of interpreting the events on many university cam- 
puses in the late 1960s is to note that students shifted the basis of 
their involvement from moral (being in college because they. valued 
education for its own sake) or calculative (being in college because 
education paid off in better jobs and better future income) toward 
alienative (being in college only because of pressure to be there and 
finding the educational offerings irrelevant, hypocritical, or degrad- 
ing). Professors’ authority, being based on their scholarly expertise in 
a given area of inquiry, could function only so long as students 
accepted this expertise as relevant to their own values and goals. 
Once students defined professors’ expertise as irrelevant, those pro- 
fessors no longer had any rational authority. They then had to rely 
on utilitarian authority (hope that students would see the need of an 
education for their own future economic well-being) or coercive 
authority (threaten to flunk students who were disrespectful or failed 
to do the work). Much of the anger felt by students and the anxiety 
expressed by professors in the late 1960s was due to the breakdown 
of the psychological contract between them. Such a breakdown bas- 
ically denotes a fundamental questioning of the relationship (based 
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on common values or goals) between the parties. Once this happens, 
one can expect a breakdown of communication, a failure of mutual 
understanding, and increasing frustration leading to various kinds of 
emotional responses on both the part of professors and students 


(Schein, 1970). 
The 1970s have witnessed a gradual return to a more calcula- 


tive and moral form of student involvement, but many of the basic 
values of the 1960s have remained—rejection of arbitrary authority, 
greater concern for the relevance of education, greater concern for 
nature and the environment, greater individualism, and greater con- 
cern for self-expression (Yankelovich, 1974). 


CONTINGENCY THEORIES 


One of the resolutions to the problem of defining human nature has 
been to develop what have come to be called ‘‘contingency theories.” 
Such theories emphasize that there are no simple generalizations 
about human behavior in organizations, but that if one can spell out 
enough of the prior situational conditions, enough about the human 
actors in the situation, and enough about the properties of the task 
and the environment within which the task is being carried out, one 
can then specify hypotheses or propositions. 

Such propositions would typically be in the form of ‘If these 
and these conditions are true, then the manager should do such and 
so.” A simple version might be: “If the manager is dealing with a 
group of workers from an economically disadvantaged minority with 
low experience and skill levels, he or she should institute a training 
program, tightly structured rules, good economic incentives, and a 
high degree of supportive activities to help the workers gain self- 
confidence.” On the other hand, “If the manager has at his or her 
disposal a group of sophisticated, experienced engineers, who are to 
design a new piece of high-technology equipment, he or she should 
give the group a maximum degree of freedom, provide consultative 
help to them as necessary, worry more about recognition than mone- 
tary incentives, and work collaboratively with the group in setting 
rules rather than imposing them.”’ 

In the area of how to organize work, similar kinds of contin- 
gency theories are being developed pertaining to how to divide 
labor, how to integrate effort, how much to decentralize, how to 
control the organization, and so on. The important point to recognize 
about these theories is that they represent progress in understanding 
reality, a reality that social scientists are discovering derives from 
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the interplay of cultural, economic, organizational, and technological 
forces. While it is still worthwhile to ask basic questions such as, 
What is human nature? or What is an organization? we must recog- 
nize that we will not find simple answers. We will have occasion 
throughout this book to refer to attempts to find such simple an- 
swers, but the thrust of my argument will be that human beings and 
the ways in which they interact are too complex for any “blanket’’ 
theory to explain. 


SUMMARY 


In this chapter we have taken a broad look at some of the parameters 
that help define ‘“‘human nature’ and the psychological contract 
between organizations and their members. First of all, it is necessary 
to remind. ourselves that human behavior and motivation cannot be 
understood except from a sociological/situational and developmental 
perspective. Second, it is important to recognize that different kinds 
of organizations depend upon different kinds of authority and 
power, and this in turn limits the kind of involvement their members 
can have—that is, leads to certain kinds of psychological contracts. 
Finally, we should recognize that there has been a historical evolu- 
tion in the use of authority and power from more coercive forms 
toward more rational-legal and normative forms. In the next chapter 
we will examine in more detail how these historical trends have 
reflected themselves in managerial assumptions about human nature 
and the basic motivation to work. 
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“Explain to me about motivation,” said the owner. ‘‘Does the coach 
provide motivation by telling the team to go out and win one for Max 
Zaslofsky? Does he say, ‘Win this game and I'll let you all stay up and 
watch the Johnny Carson show the next time we’re in Detroit?’ ” 

“No,” the General Manager said. ‘‘Motivation is a more subtle art. 
The coach has to make his players feel wanted. He has to make. them feel 
they’re contributing. He has to make them feel good.” 

The owner thought that over. 

“The last time | looked at my books,” he said, ‘I was paying about 
two and a half million dollars a season in salaries. Doesn't that make them 
feel wanted? Doesn’t that make them feel good?”’ 

“It would me,” said the General Manager. ‘‘But times have changed. 
All that money simply makes our players self-satisfied. Big cash ties their 
legs together so they can’t dive for loose balls, and turns their brains into 
fettucini so they can’t figure out when to switch and when to play their 
own man.” (Ray Fitzgerald, Boston Globe, January 5, 1978.) 


INTRODUCTION 


Human behavior is a complex result of our intentions, our percep- 
tion of the immediate situation, and our assumptions or beliefs about 
the situation and the people in it. These assumptions are, in turn, 
based upon our past experience, cultural norms, and what others 
have taught us to expect. In order to understand how organizations 
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function, it is necessary first to understand how the people in those 
organizations, especially the managers who make organizational de- 
cisions, policies, and rules function. In this chapter we will, there- 
fore, focus on the kinds of assumptions managers have made about 
human nature and motivation, because such assumptions determine 
to a large extent organizational policies with regard to incentives, 
rewards, and other personnel matters. 

For example, if an entrepreneur strongly believes that one can- 
not trust people to work hard on their own, he or she will build an 
organization with tight controls to ensure that workers come to work 
on time and are closely supervised. Another entrepreneur in the 
same business may start with the assumption that people work be- 
cause they get excited about a product and identify with it and will, 
therefore, demonstrate a management style that encourages feelings 
of participative ownership of and identification with the company. 
This entrepreneur may distribute stock, encourage worker autonomy, 
and rely mainly on self-discipline rather than close supervision. Both 
people are operating from assumptions that may be partly or totally 
wrong insofar as a given worker is concerned. Nevertheless, these 
initial assumptions strongly influence how we initially design our 
incentives, rewards, and controls. How accurate or inaccurate the 
assumptions are, therefore, becomes a critical issue in the design of 
organizations. 

This area of organizational psychology is closely linked to a 
long tradition in social psychology of studying how people perceive 
situations, how they attribute causality in their efforts to make situa- 
tions meaningful, and how their personal attitudes and values in 
turn influence perceptions and attributions. For example, Wrights- 
man (1964, 1974, 1977) has attempted to measure six dimensions of 
what he calls ‘philosophies of human nature”’: 


1. the degree to which we believe that people are trustworthy or untrust- 
worthy 

2. the degree to which we believe that people are altruistic or selfish 

3. the degree to which we believe that people are independent and self- 
reliant versus being cepEnanes and conformist to groups or authority 
figures 

4. the degree to which we believe that people have strength of will and 
rationality versus being controlled by irrational internal or external 
forces 

5. the degree to which we believe that people have differing thoughts, 
perceptions, values versus basically the same perceptions, be cae ch Hears 
sO on “wn a i oa. 

6. the degree to which we believe that people are simp (ator ighhy, ay 
complex organisms seat 
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Different populations of college students in different geographi- 
cal regions were found to vary considerably in how they viewed 
human nature both in terms of degree of cynicism, based on the first 
four dimensions, and in terms of simplicity-complexity, based on the 
last two dimensions. Historically, as we shall see, our thinking about 
human nature has proceeded along these same two dimensions, from 
more cynical to more idealistic and from more simple to more com- 
plex. 
When we examine managerial assumptions about human na- 
ture, we can think of them in McGregor’s (1960, 1967) terms as part 
of a manager’s total life view or “cosmology.” In other words, every 
manager has a total world view, and his or her view of why people 
work and how one should motivate and manage’ them is part of that 
world view. In turn, this world view will reflect the cultural theories 
about human nature that predominate in the given society of which 
she or he is a member. These broader cultural theories have them- 
selves evolved over the last century and have tended to reflect the 
more basic political systems of their respective societies. In other 
words, the kind of psychological contract that is conceivable in an 
organization is ultimately a reflection of the broader kind of social 
contract operative in the total society. This social contract in turn 
reflects prevailing assumptions about the legitimate bases of 
authority. 

In this chapter, we look at three major sets of assumptions that 
have had a considerable influence on managerial thinking, examine 
some of the research evidence, and draw out the implications of 
these assumptions for managerial behavior: (1) rational-economic as- 
sumptions, (2) social assumptions, and (3) self-actualization assump- 
tions. Chapters 5 and 6 will present a different set of assumptions, 
one that reflects a more variable, complex model of human nature, 
based on research evidence that is enabling us to subsume both 
cynical and idealistic viewpoints into a more realistic model of 
human motivation and behavior. 


1. RATIONAL-ECONOMIC ASSUMPTIONS 


The doctrine that human nature is rational-economic derives ul- 
timately from the philosophy of hedonism, which argued that people 
act to maximize their self-interest. The economic doctrines of Adam 
Smith, based on similar assumptions about human nature, led to the 
theory that relationships in the marketplace between organizations 
and between. customers and buyers should remain unregulated be- 
cause the separate pursuits of self-interest would result in a self- 
balancing system. 
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In terms of employee behavior, this general line of thought led 
to the following assumptions: 


a. Employees are primarily motivated by economic incentives and will do 
whatever affords them the greatest economic gain. 

b. Since economic incentives are under the control of the organization, 
the employee is essentially a passive agent to be manipulated, moti- 
vated, and controlled by the organization. 

c. Feelings are, by definition, irrational and, therefore, must be prevented 
from interfering with a person's rational calculation of self-interest. 

d. Organizations can and must be designed in such a way as to neutralize 
and control people’s feelings and, therefore, their unpredictable traits. 


Implied in these assumptions are some additional ones which 
were made explicit by Douglas McGregor (1960) in his analysis of 
organizational approaches toward people. He labeled these addi- 
tional assumptions Theory X, in contrast to Theory Y which will be 
discussed later: 


THEORY X ASSUMPTIONS 


e. People are inherently lazy and must, therefore, be motivated by outside 
incentives. 

f. People’s natural goals run counter to those of the organization, hence 
they must be controlled by external forces to ensure that they work 
toward organizational goals. 

g. Because of their irrational feelings, people are basically incapable of 
self-discipline and self-control. | 

h. People can, however, be divided roughly into two groups—those who 
fit the assumptions outlined above and those who are self-motivated, 
self-controlled, and less dominated by their feelings. This latter group 
must assume the management responsibilities for all the others. 


Ultimately, then, rational-economic assumptions classified 
human beings into two groups—the untrustworthy, money-moti- 
vated, calculative mass, and the trustworthy, more broadly moti- 
vated, moral elite who must organize and manage the mass. In many 
industries workers were stereotyped as fitting Theory X assumptions. 
As we will see, the main problem with this theory is not that it fits 
no one, but rather that it grossly overgeneralizes and oversimplifies 
human behavior. 


Implied Managerial Strategy 


The kinds of assumptions managers make about the nature of 
people will determine their managerial strategy and their concept of 
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what the psychological contract should be between the organization 
and the employee. The above assumptions, for example. imply essen- 
tially a calculative involvement, in Etzioni’s terms. The organization 
is buying the services and obedience of the employee for economic 
rewards, and the organization assumes the obligation of protecting 
itself and the employee from the irrational side of his or her nature 
via a system of authority and controls. Authority rests essentially in 
designated offices or positions and the employee is expected to obey 
whoever occupies a position of authority regardless of the person's 
expertise or personality. 

Primary emphasis is on efficient task performance. Manage- 
ment’s responsibility for the feelings and morale of people is second- 
ary unless those feelings relate directly to task performance. The 
managerial strategy which emerges is wel] summarized by Koontz 
and O’Donnell (1972) in their principal functions of managing: (1) 
planning, (2) organizing. (3) staffing, (4) directing, and (5) control- 
ling. 

If people are not producing or morale is low, the solution tends 
to be. sought either in the redesign of jobs and organizational rela- 
tionships, or in changing the incentive and control system to ensure 
adequate motivation and production levels. Thus, an industrial or- 
ganization operating by these assumptions will seek to improve its 
overall effectiveness by concentrating on the organization itself— 
who reports to whom, who does what job, are jobs designed properly 
in terms of efficiency and economy, and so on? Its second alternative 
will be to reexamine its incentive plans, the system by which it tries 
to motivate and reward performance. If productivity is low, the 
company may well try an individual bonus scheme to reward the 
high producer, or it may stimulate competition among workers and 
give special rewards to the winners. Lastly, it will reexamine its 
control structure. Are supervisors putting enough pressure on em- 
ployees to produce? Does the system adequately identify and punish 
the person who fails to produce. who shirks on the job? Are there 
adequate information-gathering mechanisms to enable management 
to identify which part of the organization is failing to carry its 
proper share of the load? 

: The burden for organizational performance falls entirely on 
management. Employees are expected to do no more than the incen- 
tive and control systems encourage and allow; hence, even if em- 
ployees did not fit the assumptions made about them, it is unlikely 
that they could express alternative behavior. Consequently, the great- 
est danger for an organization operating by these assumptions is that 
they tend to be self-fulfilling. If employees are expected to be indif- 
ferent, hostile, motivated only by economic incentives, and the like, 
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the managerial strategies used to deal with them are very likely to 
train them to behave in precisely this fashion. 


Evidence for Rational-Economic Assumptions 


That there is some validity to the rational-economic image of 
human nature can be seen in our own day-to-day experience and 
throughout the history of industry. The assumptions and the man- 
agement principles which follow from them are applicable to many 
different kinds of situations. For example, the concept of the assem- 
bly line as an efficient way to produce has proved itself over and 
over again. Money and individual incentives have proved to be 
successful motivators of human effort in many kinds of organiza- 
tions. The fact that employees’ emotional needs vis-a-vis work often 
go unmet is irrelevant if these people have no such expectations. 
Yet, in spite of the dramatic success of management strategies based 
on the rational-economic image of human nature, there were prob- 
lems and instances of failure. If pay was the only thing workers 
could expect from the organization, then they always wanted more 
of it. As the standard of living in industrial society rose, employees 
changed their expectations of what should be provided in the way of 
pay and privileges. Large industrial organizations initially found it 
easy to exploit workers. Such exploitation led ultimately to the 
development of unions, however, which gave workers a more power- 
ful tool for influencing management if their expectations were not 
met. ; 

Jobs became more complex, and competition among organiza- 
tions became more severe, which meant that management had to 
depend increasingly on the judgment, creative capacity, and loyalty 
of the worker. As organizations came to expect more of employees, 
they also had to reexamine their assumptions about them. And as 
organizations came to expect more, employees came to expect more 
as well. In broad terms, the psychological contract has tended to 
shift as organizations have become more complex and more depend- 
ent on their human resources. 

At the same time, industrial psychologists and industrial so- 
ciologists began to study more carefully what the motivations and 
behavior patterns of organizational members actually were. As re- 
sults were being compiled, it became clear that workers brought with 
them many motives, needs, and expectations which did not fit the 
rational-economic assumptions, yet which influenced the quality and 
quantity of their work and their relationship to the organization. 
These studies led to another set of assumptions that put greater 


emphasis on social needs and motives. 


ll. SOCIAL ASSUMPTIONS 


Two classic studies first showed the importance of social motives in 
organizational life. The Hawthorne studies dramatically drew atten- 
tion to the fact that the need to be accepted and liked by one’s fellow 
workers is possibly more important than the economic incentives 
offered by management (Roethlisberger & Dickson, 1939; Homans, 
1950). They further showed that a person will often resist being put 
into a competitive position with other people. An individual may 
well handle the threat which competition implies to the losers by 
banding together with others to resist the threat. Something akin to 
this happened among the coal miners studied by Trist, a second 
classic piece of research in the history of organizational psychology 
(Trist & Bamforth, 1951; Trist, Higgin, Murray & Pollock, 1963). 


The Hawthorne Studies 


In the late 1920s a group of women who assembled telephone 
equipment in Western Electric Company’s Hawthorne, Illinois, plant 
were the subjects of a series of studies undertaken to determine the 
effect on their output of such working conditions as length of the 
work day, number and length of rest pauses, improved lighting, free 
lunches, and other aspects of the “nonhuman” environment. The 
women, especially chosen for the study, were placed in a special 
room under one supervisor and were carefully observed. 

As the experimenters began to vary the conditions of work, they 
found that with each major change there was a substantial increase 
in production. Being good experimenters, they decided, when all the 
conditions to be varied had been tested, to return the workers to 
their original poorly lighted work benches for a long working day 
without rest pauses and other amenities. To the astonishment of the 
researchers, output rose again, to a level higher than it had been 
even under the best of the experimental conditions. 

At this point. the researchers were forced to look for factors 
beyond those which had been deliberately manipulated in the exper- 
iment. For one thing, it was quite evident that the workers devel- 
oped very high morale during the experiment and became extremely 
motivated to work hard and well. The reasons for this high morale 
were found to be several: (1) The women felt special because they 
had been singled out for a research role; this selection showed that 
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management thought them to be important.'! (2) The women devel- 
oped good relationships with one another and with their supervisor 
because they had considerable freedom to develop their own pace of 
work and to divide the work among themselves in a manner most 
comfortable for them. (3) The social contact and easy relations 
among the women made the work generally more pleasant. On the 
basis of these preliminary findings, a new kind of hypothesis was 
formulated, namely, that motivation to work, productivity, and 
quality of work all are related to the nature of the social relations 
among workers and between workers and their supervisor. 

In order to investigate this hypothesis more systematically, a 
new work group was selected, consisting of 14 men, some of whom 
wired banks of equipment, which others then soldered, and which 
two inspectors examined before labeling them ‘‘finished.”” The men 
were put into a special room where they could be observed around 
the clock by a trained observer who sat in the corner of the room. At 
first the men were suspicious of the outsider, but as time wore on 
and nothing special happened as a result of his presence, they 
relaxed and fell into their ‘‘normal’’ working routines. The observer 
discovered a number of very interesting things about the work group 
in the bank-wiring room. 

Result 1. Though the group had a keen awareness of its own 
identity, there were nevertheless two cliques within it corresponding 
roughly to those in the front of the room and those at the back. The 
men in front felt themselves to be of higher status because the 
equipment they were wiring was thought to be a more difficult task 
than that of the back group. Each clique included most of the wire- 
men, soldermen, and inspectors in that part of the room, but there 
were some persons who did not belong to either clique. Each clique 
had its own special games and habits, and there was a good deal of 
competition and mutual ribbing between them. 

Result 2: The group as a whole had some “‘norms.’’ certain 
ideas of what was a proper and fair way for things to be. Several of 
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1 Working extra hard because of the feeling of participating in something new 
and special has come to be known as the “Hawthorne effect.” It has been 
observed in many kinds of settings that almost any change which is introduced 
and which communicates interest and concern for the workers will produce an 
increase in production. The observer must be careful not to erroneously attrib- 
ute the positive effect to the actual change. It is also a potential problem that if 
one group is singled out and improves because of the attention it receives, 
another group may become demoralized because it was not chosen. Finally, the 
effect wears off and therefore can only be used if one is prepared to continue to 
introduce new levels of interest and concern. 
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these norms concerned the production rate of the group and could 
best be described by the concept of ‘‘a fair day’s work for a fair Gay's 
pay.” In other words, the group had established a norm of how 
much production was ‘fair’—namely, 6,000 units—a figure which 
satisfied management but was well below what the men could have 
produced had fatigue been the only limiting factor. Related to this 
basic norm were two others: “one must not be a rate-buster,”’ which 
meant that no member should produce at a rate too high relative to 
that of the others in the group; and ‘‘one must not be a chiseier,” 
which meant that one must not produce too little relative to the 
others. Being a deviant in either direction elicited kidding rebukes, 
social pressure to get back into line, and social ostracism if the 
person did not respond to the pressure. Actually, the men were 
colluding to produce at a level below their capacity, a practice that 
has come to be called ‘restriction of cutput.”’ 

The other key norm that affected working relationships con- 
cerned the inspectors and the supervisor of the group. In effect, the 
norm stated that “those in authority must not act officious or take 
advantage of their authority position.’”” The men attempted to uphold 
the assumption by making it clear that if inspectors attempted to 
take advantage of their role or if they acted officious, they were 
violating group norms. One inspector did feel superior and showed 
it. The men were able to play tricks on him with the equipment, to 
ostracize him, and to put so much social pressure on him that he 
asked to be transferred to another group. The other inspector and the 
group supervisor were ‘“‘part of the gang’’ and were accepted for this 
reason. 

Result 3. The observer discovered that the. group did not fol- 
low company policy on a number of key issues. For example, it was 
forbidden to trade jobs because each job had been rated carefully to 
require a certain skill level. Nevertheless, the wiremen often asked 
soldermen to take over wiring while they soldered. In this way, they 
relieved monotony and kept up social contacts with others in the 
room. At the end of each day each man was required to report the 
amount of work he had done. Actually the supervisor was supposed 
to report for all the men, but he had learned that the men wished to 
do their own reporting and decided to let them do it. What the men 
actually reported was a relatively standard figure for each day, in 
spite of large variations in actual output. In contrast to their reported 
“Straight-line output,” the individual employee’s actual output var- 
ied greatly as a function of how tired the person was, his morale on 
a particular day, and many other circumstances. The men did not 
cheat in the sense of reporting more than they had done. Rather, 
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they would underreport on some days, thus saving up extra units to 
list on another day when they had actually underproduced. 

Result 4. The men varied markedly in their individual produc- 
tion rates. An attempt was made to account for these differences by 
means of dexterity tests, but the results in no way correlated with 
individual output. An intelligence measure was then tried with simi- 
lar lack of success. What finally turned out to be the key to output 
rates was social membership in one of the cliques. The members of 
the high-status clique were uniformly higher producers than the 
members of the low-status clique. But the very highest and very 
lowest producers were social isolates who did not belong to either 
group. Evidently, individual output was most closely related to the 
social membership of the workers, not to their innate ability. 

The output rates actually were one of the major bones of con- 
tention between the two cliques because of the pay system: Each 
man got a base rate plus a percentage of the group bonus based on 
total production. The high-status clique felt that the low-status group 
was chiseling and nagged them about it. The low-status group felt 
insulted to be looked down upon and realized that the best way to 
get back at the others was through low production. Thus, the two 
groups were caught in a self-defeating cycle which further depressed 
the production rate for the group as a whole. 

Conclusion. What this study brought home to the industrial 
psychologist was the importance of the social factor—the degree to 
which work performance depended not on the individual alone, but 
on the network of social relationships within which he or she oper- 
ated. As more studies of organizations were carried out, it became 
evident that the informal associations to be found in almost every 
organization profoundly affect individuals’ motivation to work, level 
of output, and quality of performance. The Hawthorne studies were 
one of the major forces leading to a redefinition of industrial psy- 
chology as industrial social psychology. 

Although the Hawthorne studies clearly revealed the existence 
of an informal social organization and its effects on work perform- 
ance, it was not clear whether these informal groups served any 
important functions for workers as human beings. Would it have 
made a difference, for example, if management had tightened up on 
the men, enforced the rules, and shifted them around or isolated 
them? Systematic attempts to change the informal organization were 
not part of the research at Western Electric, but did figure in studies 
of other organizations. A good example was provided by the Tav- 
istock Institute studies of the effects of a technological change in the 


coal mining industry in Great Britain. 


The Tavistock Institute Coal Mining Studies 


es did extensive studies of the effects 
| change involving the installation of 
mechanical coal-cutting equipment and conveyors. The old system 
involved small groups, ranging in size from two to eight men, who 
worked as a highly interdependent team, usually in isolation from 
other similar teams. The team generally consisted of one skilled 
worker, his mate, and several laborers who removed the coal in 
“tubs.” Each team had a small section of the coal face and was 
responsible for the cutting, loading, and removal of the coal from its 
section (shortwall method). Teams were highly autonomous. Mem- 
bers were picked by the team leader on the basis of mutual com- 
patibility. Long-term relationships were established among members, 
relationships which included taking care of a team member's family 
if he was hurt or killed. Because of the anxieties aroused by working 
underground and in the dark, and because of the very real dangers 
involved in mining, strong emotional bonds formed among team 
members. 

Conflict and competition between teams was common and vari- 
ous sorts of bribery and graft were involved in getting good sections 
of the coal face to work and in acquiring enough ‘‘tubs’’ to be able to 
take out more coal than other teams. Although fights both under- 
ground and in the community were common, they apparently served 
as a useful outlet for the aggressions which resulted from the highly 
frustrating aspects of the work itself. Competition was accepted as 
part of life, however, and did not disturb the basic social system of 
the community and the mine. 

Because of the variable thickness of the coal seams in British 
mines, it became desirable from an engineering point of view to 
install mechanical equipment for cutting and removing coal (long- 
wall method). The kind of worker group needed for this type of 
operation differed sharply from what was needed for the shortwall 
method. The organization had to shift from small teams to large 
groups resembling small factory departments.. These new groups 
consisted of 40 to. 50 men under a single supervisor. Where previ- 
ously the traditional groupings had been small teams and a total 
community, now an intermediate-size social system had to fulfill the 
various needs of the workers. 

This intermediate-size system created great social difficulties 
because the men were generally spread out over a distance of 200 
yards, in a tunnel two yards wide and one yard high, and they were 
divided into three shifts. The task required such a high degree of 
coordination among the shifts and among the men within a shift, 
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that an inefficiently done job anywhere along the line reduced the 
output of the entire group sharply. Particularly sensitive was the 
relationship between those men who had to prepare the face by 
drilling and blasting the coal loose and those men who then re- 
moved it onto the mechanical conveyor. The new small groups 
which emerged around common tasks were differentiated in terms of 
the kind of work and the kind of prestige they enjoyed in the total 
community. Thus, not only were communications between shifts 
undermined by the new method, but the new small-group organiza- 
tion was also similarly undermined by the differential prestige asso- 
ciated with the different work. 

Besides the emotional strains that resulted from the disruption 
of group relationships, came other problems having to do with the 
amount and quality of the work itself. Because the workers were so 
spread out, no effective supervision was possible. Because of dangers 
inherent in the work situation and without opportunities to release 
tension in close emotional relationships, the productivity of the men 
tended to suffer. A norm of low productivity tended to arise as the 
only way to cope with the various difficulties encountered. Psycho- 
logically, the consequences were a loss of ‘‘meaning,’’ an increasing 
sense of anomie (of being unrelated to others and to society), and a 
sense of passivity and indifference. 

The important lesson in this example is that a technological 
change dictated by rational engineering considerations disrupted the 
social organization of the workers to such an extent that the new 
rnechanical system could not work efficiently. In other words, the 
formal organization actually impeded the formation of meaningful 
informal groups that could meet the men’s emotional needs. Only as 
the coal mining industry, with the help of social scientists, began to 
redesign the formal and social organization rather than only the 
organization of work, was it possible to begin to overcome some of 
the difficulties created. 

The essence of this reorganization was to reintroduce with 
further mechanization more elements of autonomy for the work 
group so that cooperative rather than competitive relationships 
would be stimulated among the specialized worker groups. A group- 
based pay system, more opportunity for the group to allocate mem- 
bers to shifts and to work roles, permitting of job trading, and 
generally encouraging self-regulation made it possible for the miners 
to meet their social needs without losing the productivity gains 
made possible by higher mechanization. Trist and his\colleagues also 
pointed out that with further trends toward automation or ‘machine 
dependence” a new kind of work culture and new kinds of manage- 
rial skills would gradually have to come into being. 
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The results cited in these two examples are typical of what has 
been found in company after company when jobs have been re- 
designed without explicit consideration of the possible effects on the 
workers’ social relationships. Again and again it has been shown 
that the informal organization does play a key role in meeting impor- 
tant emotional needs of the organization member and thus cannot be 
ignored or “forbidden” (Balzer, 1976; Schrank, 1978). 

As research results have accumulated, a gradual change has 
taken place in the traditional concept of job design and industrial 
engineering. The original assumption that the layout of the work was 
to be dictated largely in terms of engineering principles has gradu- 
ally been replaced by a more refined concept of human engineering 
which takes the interaction and mutual influence of the person and 
the machine (or the person and the job) as its basic point of depar- 
ture. This approach has come to be called the ‘“sociotechnical sys- 
tems” approach and will be discussed in greater detail in a later 
chapter. 


Implications of Early Research 


The recognition that workers bring to the job social needs that 
can only find expression in informal groupings, and that such group- 
ings create feelings and norms which actually influence how the 
work is performed, productivity levels, and the quality of output, led 
to a new set of assumptions about human nature. These propositions, 
first clearly articulated by Elton Mayo and his colleagues of 
Hawthorne fame, still dominate a good deal of managerial thinking 
today (Mayo, 1945). For Mayo, the evidence of the Hawthorne stud- 
ies and the subsequent data obtained in interviews with workers 
were convincing proof that industrial life had taken the meaning out 
of work and had frustrated employees’ basic social needs. So many 
workers complained of a feeling of alienation and a loss of identity 
that Mayo developed a very different view of human nature, one that 
can be articulated in the following assumptions: 


1. Social needs are the prime motivator of human behavior, and interper- 
sonal relationships the prime shaper of a sense of identity. 

2. Asa result of the mechanization entailed in the Industrial Revolution, 
work has lost much of its intrinsic Meaning, which now must be sought 
in social relationships on the job. 

3. Employees are more responsive to the social forces of the peer group 
than to the incentives and controls of management. 

4. Employees are responsive to management to the extent that a supervisor 


can meet a subordinate’s needs for belonging, for acceptance, and for a 
sense of identity. 


Implied Managerial Strategy 


These assumptions have drastically different implications for 
management strategy. First, they dictate that managers should not 
limit their attention to the task to be performed, but should give 
more attention to the needs of the people who are working for them. 
Second, instead of being concerned with directing and controlling 
subordinates, managers should be concerned with their psychologi- 
cal well-being, particularly their feelings in regard to acceptance and 
sense of belonging and identity. Third, managers should accept work 
groups as a reality and think about group incentives rather than 
individual incentives. Fourth, and most important, the manager's 
role shifts from planning, organizing, and controlling to acting as an 
intermediary between employees and higher management, listening 
and attempting to understand the needs and feelings of subordinates, 
showing consideration and sympathy for such needs and feelings, 
and upholding subordinates’ claims at higher levels. In terms of 
these assumptions, the initiative for work (the source of motivation) 
shifts from management to the worker. Instead of being the work 
giver, motivator, and controller, the manager becomes the facilitator 
of work and the employee’s sympathetic supporter. 

The kind of authority and the kind of psychological contract 
which these assumptions and managerial strategies imply are quite 
different from those predicated on a traditional view of the organiza- 
tion. Perhaps most important is the fact that the manager acknowl- 
edges the existence of needs other than purely economic ones, and 
recognizes that economic incentives may have very different conse- 
quences for different people and under different circumstances. The 
manager must look at the total social situation tn which a given 
subordinate finds himself or herself, and attempt to understand the 
meaning that person attributes to the situation—how he or she ‘‘de- 
fines’ the situation and his or her role in it, 

The nature of authority in an organization based on social 
assumptions will still be rational-legal in origin, but much more 
emphasis will be placed on personal factors such as the charismatic 
qualities of the boss and his or her ability to get emotionally close to 
employees and to influence higher levels of management on their 
behalf, 

Assumptions such as these are at the root of many kinds of 
systems we label ‘‘paternalistic.’’ This pattern is rather uncommon in 
the U.S. today, but paternalistic managers in such countries as Japan 
and Mexico spend much more social time with their employees, 
often going out to dinner with them to get better acquainted, to find 
out what is’ going on, to learn how employees are feeling, and to 
provide more informal opportunities to influence without having to 
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give direct orders. The Japanese system of lifetime employment not 
only provides security but gives workers an important social identity 
(Ouchi & Jaeger, 1978). 

| The psychological contract in such organizations involves a 
commitment on the part of the organization to care for the personal 
and social needs of employees, and builds up expectations that such 
needs will be met. In return the company expects that for their part 
the employees will remain loyal, well motivated, and hard working. 
In those countries such as Japan where the law requires a company 
to employ someone for life, the development of a more personal 
psychological contract probably becomes a necessity, since the or- 
ganization and its members become much more highly dependent 
upon each other. If employees can expect the gratification of some 
important emotional needs through participation in the organization, 
they can to a degree become more morally involved in the organiza- 
tion. Such involvement in turn permits the organization to legit- 
imately expect loyalty, commitment, and greater identification with 
organizational goals. 

On the other hand, if management creates a situation for work- 
ers in which they feel frustrated, threatened, and alienated, they 
often form into groups whose norms run counter to the goals of 
management. If management can harness these informal group forces 
and get group norms working in the direction of organizational 
goals, a tremendous reservoir of energy and motivation becomes 
available. 


Evidence for Social Assumptions 


Beyond the classic studies of Mayo, Roethlisberger, and Trist, 
there are many strands of research evidence which are consistent 
with the assumptions outlined above. 

One line of evidence comes from observational studies of differ- 
ent kinds of work groups in'a number of organizational settings. For 
example, Zaleznik and his co-workers (1958) noted the following 
observations in a department of some 50 workers in a medium-sized 
manufacturing concern: (1) worker productivity and satisfaction were 
both unrelated to an individual’s pay and job status, but were related 
to group membership; (2) regular group members tended to be satis- 
fied and to conform to the group norms of productivity as well as to 
management’s expectation; (3) deviants and isolates tended to be less 
satistied and to violate group norms; (4) deviants and isolates who 
aspired to group membership and identified with the group tended 
to produce below the group’s norms; (5) deviants and isolates who 
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did not aspire to group membership tended to produce above the 
group's norms. 

In a classic study of human relations in restaurants, Whyte 
(1948) found that social and group factors were significantly related 
to absenteeism, quality of customer service, and tendency to quit 
work. If a supervisor permitted informal groups to form, and the 
resultant group was well-knit and integrated, relations within the 
group and the quality of work were good. If the requirements ot 
work upset group relations, however, a variety of troubles arose. For 
example, if low-status workers like waitresses were put into the 
position of initiating the actions of higher-status workers like cooks 
(by shouting orders to them, for example), conflict, resistance, and 
poor service resulted. When a system of writing out orders and 
simply depositing them within reach of the cook was instituted, 
service improved because cooks could now accept orders at their 
own pace and on their own initiative. 

Seashore (1954) studied the relationship between group co- 
hesiveness, as measured by responses to a questionnaire, and a 
variety of other factors in a heavy machinery company. He found 
that high group cohesiveness was associated with high productivity 
if the group members had a sense of confidence in management and 
with low productivity if the group members lacked confidence in 
management. Also, persons in high-cohesiveness groups were less 
likely than those in low-cohesiveness groups to feel “jumpy,” ner- 
vous, or under pressure. 

Studies of assembly lines and mass production have consis- 
tently shown that the major source of worker dissatisfaction is the 
disruption of social relations, specifically the inability to talk comfor- 
tably and at their own initiative with neighbors and to pace social 
contacts in terms of their own needs (Jasinski, 1956; Walker & Guest, 
1952: Schrank, 1978). On the other hand, where work has been 
redesigned in such a way as to facilitate teamwork and social inter- 
action, both productivity and morale have been heightened (Rice, 
1958: Trist et al.. 1963). 

Studies of combat in World War Il and in the Korean conflict 
further underlined the importance of social relations. Not only was it 
found that the major source of motivation to fight was a soldier's 
sense of commitment to his fellow soldiers, particularly those with 
whom he had formed close informal relationships, but emotional 
breakdown in combat also proved to result from feelings of having 
let down a fellow soldier. In such cases, rehabilitation could be 
facilitated at the front lines by talking out the soldier's problems in 
the small group with whom he had shared the stresses of combat. 
Evacuating the individual tended to increase emotional difficulties 
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by intensifying an already great sense of guilt at having “let his 
buddies down” (Harris & Little, 1957), 

A very important series of studies by Whyte (1955) attempted to 
test the assumption that money is indeed a prime motivator of 
productivity in industrial settings. Through observing work groups, 
interviewing productive and unproductive workers, and studying the 
backgrounds of high and low producers, Whyte arrived at the follow- 
ing conclusions: 

1. Among production workers, the proportion of those who are 
primarily motivated by money is very low; perhaps as few as 10 
percent of workers will respond to an individual incentive scheme 
and ignore group pressures to restrict output. 

2. When an incentive scheme works, be it an individual or a 
group incentive, it often works for reasons other than purely eco- 
nomic ones. In some instances, workers perceive the meeting of 
production goals as a sort of win-lose game that presents them with 
an exciting challenge. In a different situation, working to attain 
higher quotas may mean maintaining good relations with a super- 
visor, or at least reducing the psychologica! pressure the supervisor 
would otherwise apply. Another explanation might simply be that 
working at a brisk pace is often less boring or fatiguing than an 
erratic or slow pace. Not all of these factors argue for the validity of 
social assumptions, but they do indicate the inadequacy of the ra- 
tional-economic assumptions, 

3. ““Rate-busters,”” people who produce above the group norms, 
differ in background and personality from ‘‘restricters,” who work at 
the level of group norms. Rate-busters are highly individualistic, 
come from homes in which economic individualism is greatly prized 
(such as a farm family), and do not seem to have strong social needs; 
restricters come from urban working-class homes, value cooperation 
and getting along with others, and have stronger social needs as 
evidenced by a higher rate of joining outside social groups. These 
studies show that at least some workers fit the social assumptions 
but that perhaps here also the problem is overgeneralization. Not all 
workers have the same social needs. 

The gains to be achieved from group incentive plans that har- 
ness group efforts toward organizational goals can be seen in some 
companies that have adopted the Scanlon Plan (Lesieur, 1958; Frost, 
Wakeley, and Ruh, 1974; National Commission on Productivity and 
Work Quality, 1975), This plan was developed by Joseph Scanlon 
after many years of working in industry and observing the weak- 
nesses of individual incentive schemes, of suggestion plans to get 
workers’ ideas on improving production methods, and of profit- 


67 Managerial Assumptions About Human Nature 


sharing plans designed to give workers a sense of identification with 
their company. Scanlon was intuitively sophisticated both about 
learning theory and about the social needs of workers. To meet these 
needs, he decided that suggestions for improvement of work proce- 
dures should be submitted’ to committees consisting of both manage- 
ment and workers, and that individual credit for the suggestion 
should be played down. If a suggestion was adopted, however, and 
actually reduced the costs of production, the savings should be 
returned to the workers as soon as possible, and as a percentage of 
their base pay rather than a flat bonus. 

In terms of learning theory, the Scanlon Plan provided immedi- 
ate feedback on workers’ efforts in terms of the economic rewards 
they obtained as a group. By contrast, the typical profit-sharing plan 
rarely related workers’ bonuses to specific individual or group 
efforts; and the usual suggestion plan often inhibits those indi- 
viduals who do not wish to be singled out from their group and who 
recognize that ideas are usually a joint product of the efforts of 
many. The Scanlon Plan overcame both of these difficulties by dis- 
tributing savings to the group. The evaluation committees not only 
provided their members with immediate gratification of social needs 
but also led to improved communication between management and 
workers and greater involvement of workers in organizational activi- 
ties,” 

Many examples in current leadership and motivation research 
also support these basic assumptions. Most recently the projects on 
‘‘autonomous work groups” (to be discussed in detail later) and a 
number of anthropological/observational studies of workers reinforce 
the importance of social factors in the work place (Mintzberg, 1973; 
Strauss, 1974; Terkel, 1974; Balzer, 1976; and Schrank, 1978). There 
is little question that many workers in a number of situational con- 
texts are highly motivated by social needs, and that such needs can 
override economic needs. But is there enough evidence that the 
social assumptions are the correct ones and can serve as the basis for 
designing and managing organizations? Or are these assumptions 
just as much an overgeneralization as the rational-economic assump- 
tions? To provide a broader perspective on this question we need to 
examine another theory, namely, that self-actualization is the key to 
human motivation and the principle on which to build organizations 
and through which to manage people. 


2 The success of the Scanlon Plan in raising productivity and reducing costs 
has been variable. I do not mention it here as valid evidence for social assump- 
tions theories, but as an ingenious application to management of these assump- 
tions (Pigors & Meyers, 1977). 


Wl. SELF-ACTUALIZATION ASSUMPTIONS 


One of the major consequences of the social assumptions was the 
“human relations movement,” an effort to train supervisors to be 
more aware of employees’ (social) needs. While such training often 
improved workers’ morale, the results in terms of increased pro- 
ductivity were not clear. At the same time, a growing number of 
students of organization who agreed with Mayo’s basic proposition 
that work had become meaningless directed their attention to the 
nature of the work itself. Thus McGregor (1960), Argyris (1957; 
1964), and Maslow (1954) among others argued that workers were 
alienated because the work they were asked to do did not permit 
them to use capacities and skills in a mature and productive way. 
They showed evidence that many jobs in modern industry have 
become so fragmented and specialized that they neither permit work- 
ers to use their capacities nor enable them to see the relationship 
between what they are doing and the total organizational mission. A 
new and more compiex set of assumptions about human nature 
began to be formulated, best expressed in terms of what McGregor 
came to call Theory Y. 


THEORY Y ASSUMPTIONS 


a. Human motives fall into a hierarchy of categories. Beginning with the 
most basic, they are (1) basic physiological needs; (2) needs for sur- 
vival, safety, and ‘security; (3) social and affiliative needs; (4) ego- 
satisfaction and self-esteem needs; (5) needs for self-actualization, that 
is, making maximum use of all one’s talents and resources. As the most 
basic needs (for food, drink, sleep) are satisfied, they release energy for 
satisfaction of the higher level needs. Even someone we might consider 
“untalented’”’ seeks a sense of meaning and accomplishment in his or 
her work if other needs are more or less fulfilled (Maslow, 1954; 
Hughes, 1958). 

b. The individual seeks to be mature on the job and is capable of being 
so, in the sense of exercising of a certain amount of autonomy and 
independence, adopting a long-range time perspective, developing spe- 
cial capacities and skills, and exercising greater flexibility in adapting 
to circumstances (Argyris, 1964). 

c. People are primarily self-motivated and self-controlled; externally im- 
posed incentives and controls are likely to be threatening and to reduce 
the person to a less mature adjustment (Argyris, 1964). 

d. There is no inherent conflict between self-actualization and more effec- 
tive organizational performance. If given a chance, employees will 
voluntarily integrate their own goals with those of the organization 
(McGregor, 1960). 
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Whereas Theory X was essentially a cynical view of human 
nature, Theory Y is clearly a more idealistic view. 


Implied Managerial Strategy 


If managers hold assumptions such as these, they will worry 
less about being considerate to employees and more about how to 
make work intrinsically more challenging and meaningful. The issue 
is not whether the employee can fulfill social needs; the issue is 
whether the employee can find meaning in work which gives him or 
her a sense of pride and self-esteem. 

Consequently, managers may find themselves in the role of 
interviewers, attempting to determine what will challenge a particu- 
lar worker. They will more often be a catalyst and facilitator rather 
than a motivator, director, or controller. Above all, they will delegate 
more, in the sense of giving their subordinates just as much respon- 
sibility as they feel they can handle. 

The implications for authority and the psychological contract 
which derive from these assumptions are profound. First of all, 
authority no longer resides in a particular person or even in a given 
role but in the task itself. The challenge of working a problem 
through—in a sense, controlling and developing oneself—is the heart 
of self-actualization. The manager actually assumes a secondary role, 
that of communicating the task requirements. Thus, the whole basis 
of motivation shifts from being extrinsic, implying that the organiza- 
tion must do something to arouse motivation, to being intrinsic, 
implying that the organization provides an opportunity for the em- 
ployee’s existing motivation to be harnessed to organizational goals. 

In both the rational-economic and social theories, the psycho- 
logical contract involves an exchange of extrinsic rewards (economic 
ones or social ones) for performance. In self-actualization theory, the 
contract involves the exchange of opportunities to obtain intrinsic 
rewards (satisfaction from accomplishment and the use of one’s Ca- 
pacities) for high-quality performance and creativity. This, by defin- 
ition, creates a moral rather than a calculative involvement, and thus 
releases a greater potential for commitment to organizational goals 
and creative effort in the pursuit of those goals. 

Employees have much greater influence if they are granted a 
certain amount of autonomy in doing their job, which means that 
managers must give up certain of their traditional prerogatives, par- 
ticularly in the area of control. Therefore, an organization that oper- 
ates according to Theory Y assumptions will tend toward a much 
broader power base—what Leavitt (1963) has called “power equaliza- 
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tion’”—and will value the participation of employees in organiza- 
tional decision making. 
The whole concept of ‘participative management,” the idea 
that employees should be involved in those decisions which directly 
affect them, flows most clearly from the assumptions that employees 
want to be morally involved in their work organizations, want to 
influence decisions, and want to be able to use their capacities in the 
service of organizational goals.* According to Argyris (1964), only if 
managers adopt these assumptions will organizations and manage- 
ment systems be designed to elicit from employees responsible adult 
behavior. If organizations are built on either of the other two sets of 
assumptions, they will end up treating employees as children, ex- 
pecting them to behave in a dependent, submissive fashion more 
characteristic of childhood. Managers under those systems should 
not be surprised, then, if those same employees act like children— 
rebellious, emotional, and uninvolved in organizational goals. 


Evidence for Self-actualization Assumptions 


The original interviews with employees of the Hawthorne plant 
and of other companies studied in the 1920s and 1930s were actually 
as much evidence for employees’ needs to find challenge and mean- 
ing in their work as they were evidence for social needs. Argyris in 
his studies of various kinds of manufacturing organizations found 
again and again that if the job itself thwarted employees by being too 
limiting or meaningless, they would create meaning and challenge 
in outwitting management or in banding together with others in 
groups, Fantastic creativity has been observed overt and over again 
among production workers when they develop fancy rigs to make 
their work a little easier or develop complex schemes to enable them 
to avoid working. The interesting feature of these activities is that 
they often involve greater expenditure of energy than doing the job 
set by management. The willingness to expend energy to find some- 
thing meaningful, even if it is only a poor joke on management, 
testifies to the strength of the need for meaning. Assembly lines and 
mass production systems destroy social relations, but even more 
importantly, they often take meaning and challenge out of work. 

It is not clear whether all people expect their work situation to 
provide challenge and meaning or whether for some, notably work- 
ers from lower socioeconomic levels in society, work is not a ‘‘cen- 


3 As we will see in subsequent chapters, the idea of participative management 
has been implemented in a number of ways in recent years, including in some 
European countries worker participation as members of boards of directors. 
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tral life interest” in the first place (Dubin, 1956, 1976). For some 
workers it may be enough to establish an essentially calculative- 
utilitarian psychological contract with their employer—’a fair day’s 
work for a fair day’s pay.” If work affords economic security, then 
meaning and challenge can be sought elsewhere—in family activi- 
ties, hobbies, or community involvement. However, lower levels of 
work involvement are not evidence per se against human needs for 
self-actualization; McGregor, for example, hypothesizes that workers 
have learned not to expect challenge and meaning in their work and 
have, therefore, adapted to these lowered expectations. In fact, as 
was pointed out previously, one of the great dangers of holding 
rational-economic assumptions is that~they can be a self-fulfilling 
prophecy. 

At the same time, Argyris and others have argued that to settle 
for lower levels of motivation is a potential waste of human re- 
sources which many organizations can ill afford. In an increasingly 
complex and competitive world it may be essential for organizations 
to fully involve all their employees in order to maximize pro- 
ductivity and creativity over the long range. 

The clearest evidence for self-actualization assumptions comes 
from studies of professionals, managers, and technical employees 
who tend to be highly work involved and for whom challenge and 
meaningful work are central values (Pelz & Andrews, 1962; Bailyn & 
Schein, 1979). In his studies of accountants and engineers Herzberg 
(1968; Herzberg, Mausner, & Snyderman, 1959) clearly showed that 
what motivated them most was job challenge and accomplishment. 
Factors such as the nature of supervision, pay, and working condi- 
tions could reduce morale if they were considered inadequate, but 
remedying these conditions could not increase motivation per se. As 
the number of well-educated and semiprofessional employees in or- 
ganizations has increased, the importance of intrinsic motivators has 
increased because of the high cost of having an upper-level em- 
ployee be unproductive. Looking back at other findings from this 
perspective suggests the possibility that the early industrial studies 
did not discover genuine motivators because lower order needs in 
Maslow’s hierarchy were insufficiently satisfied. As long as workers 
felt threatened, insecure, underpaid, and poorly supervised, they had 
to cope with these factors. Perhaps only as such needs have been 
laid to rest has it been possible to discover that the important 
motivators lie above and beyond job conditions—they concern the 
basic nature of the job itself. 

Looking again at companies that have used the Scanlon Plan, it 
is also clear that once employees do become committed to organiza- 
tional goals, they are capable not only of greater production but also 
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of innovations which reduce costs often beyond the best efforts of 
the industrial engineers. 

The concept of self-actualization stresses higher order needs for 
autonomy, challenge, growth, and full use of one’s capacities and 
talents. It is assumed that all people have this innate tendency, but 
that it first makes itself felt as Jower order security and social needs 
come to be satisfied. There is clear evidence that the drive toward 
self-actualization is an important—perhaps crucial—aspect of mana- 
gerial and professional behavior. It is not clear, however, how rele- 
vant this motive is to the lower level employee, although many of 
the problems originally interpreted as examples of thwarted social 
needs could as easily be reinterpreted as instances of thwarted needs 
for challenge and meaning at all levels of the organization. 

We can only conclude that workers who are not actively seek- 
ing challenge or self-actualization at the place of work either lack 
this need or they have not been given an opportunity to express it. 
This may occur because lower order needs have not yet been ful- 
filled_or because the organization has “trained’’ workers not to ex- 
pect meaning in their work as part of the psychological contract. 


SUMMARY 


We have reviewed in broad terms the three major competing sets of 
assumptions that have emerged historically to explain’ human nature, 
and have derived the implied managerial strategies for organizations 
based ‘on each set of assumptions. Each perspective on human nature 
is to some degree correct, and each, therefore, provides some impor- 
tant insights into how organizations work and how they should be 
managed. But, as is so often the case in an emerging field, each 
theory is an oversimplification and an overgeneralization. The more 
we study human behavior, the more we discover its complexities, 
and the more we find ourselves having to adopt a combined so- 
ciological, developmental, and situational perspective toward human 
behavior in organizations. In the next two chapters I will outline a 
more complex view of human nature—a set of assertions, assump- 
tions, empirical findings, and hypotheses that do not as yet con- 
stitute a unified theory, but which help us to understand more fully 
how people behave in the complex organizational world. 


INTRODUCTION 


In Chapter 4 we traced the major trends in management theory via 
its assumptions about human nature. One of the major missing ingre- 
dients in all these earlier theories was the notion of human develop- 
ment—that motives, needs, abilities, attitudes, and values change 
and develop, not only during childhood but throughout the adult life 
cycle. This chapter will, therefore, summarize some of the major 
theories and research findings about human development, par- 
ticularly as they impinge on organizational membership and the 
psychological contract. 

One reason for the contradictory evidence about what motivates 
people is that some theorists are talking about biologically derived 
needs, drives, or instincts. Other theorists are talking about motives 
learned in childhood, patterns that are probably not only culture 
specific but also vary from subculture to subculture. Still other theor- 
ists examine the more immediate values and goals people have in 
relation to their work, values that may or may not be ultimately 
connected to their biological or socially learned needs, but which 
certainly vary tremendously among individuals and also with the 
age or developmental stage of the person. 

Finally, a number of newer theories have bypassed the attempt 
to list particular needs or motives, and have instead argued for 


73 


74 Organizational Psychology 


universal process models of motivation. Such theories, variously 
labeled “path-goal” theories or “expectancy” theories, essentially 
postulate that employee behavior will be a function of how much 4 
worker values a given outcome (for example, money, responsibility, 
accomplishment) and what kind of behavior the person expects to 
lead to that outcome, such as working harder or improving the 
quality of work.! What we have to recognize at the outset is that 
these various theories are not competing with each other so much as 
they are attempting to explain different things at different ‘‘levels of 
analysis.” 


THE BIOLOGICAL ORIGINS OF HUMAN 
NATURE 


The basic controversy still rages as to whether human nature is 
rooted in biologically and genetically determined “instincts” opera- 
tive in all human beings, or whether it is essentially a set of learned 
needs which derive from the basic socialization processes in the 
culture in which the person grows up. Cultural anthropologists have 
provided overwhelming evidence of the plasticity of human nature. 
Some cultures consider aggression and competitiveness completely 
natural and instinctive, while others view cooperation and altruism 
as completely natural and instinctive. 

On the other hand, the recent work of ethologists and so- 
ciobiologists points toward the influence of biologically derived in- 
stincts on behavior (Barash, 1977; Lorenz & Leyhausen, 1973). This 
evidence supports Freud’s basic theory that every human being has 
both a set of life instincts which lead to the constructive drives of 
growth, love, personality expansion, and the integration of the per- 
son with the surrounding world, and a set of death instincts which 
lead to the destructive drives of aggression, hate, contraction of the 
personality, alienation from the surrounding world, and ultimately 
death. It is likely that all humans are both aggressive and loving, 
altruistic and selfish, social and isolated, and that these broad sets of 
“instincts” can be molded and channeled into many kinds of specific 
motives by a given culture and set of life experiences. 

Furthermore, it may well turn out that the best way to under- 
stand the human personality is to see it as a perpetual, life-long 
effort on the part of each person to reconcile not only conflicting 
inner forces which derive from instinctive biological forces (what 


1 I will not review these theories in detail here. For examples the reader should 
consult Vroom (1964) and House (1971). 
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Freud called the id), but also to reconcile these “instinctual” im- 
pulses with opportunities and constraints that derive from the exter- 
nal world, first through parents and later through the various social 
institutions, organizations, and interpersonal relationships in which 
people find themselves.? 

What the biological model teaches us, if anything, is that the 
content of. what motivates people is not as relevant to understanding 
human nature-as is the process of conflict resolution, of coping, of 
developing defenses against both inner impulses and outer con- 
straints and pressures. The process of conflict resolution is what life 
is all about and molds our individual personalities. Thus a worker 
might want to work harder to gain some more money but recognize 
that harder work might put him or her into conflict with fellow 
workers if norms have developed that one should not be a “rate- 
buster.”” The important question, then, is not which is more impor- 
tant—money or belonging to the group—but rather, how does a 
person resolve conflict situations of this sort and/or how can manag- 
ers and leaders create situations which might minimize such con- 
flicts in the first place? 


THE IMPACT OF SOCIALIZATION AND 
EARLY DEVELOPMENT 


All theories agree that the person as a biological organism could not 
survive and become “human” without being nurtured in some kind 
of human group. The learning of language is one of our most basic 
capacities and skills, and it is largely through language that we learn 
how to organize our experience, how to perceive what is going on 
around us, how to label external events and internal feelings, in 
short, how to think.? | 

It is through language that we learn values, what we should 
and should not aspire to, how to interpret our experience and give it 
meaning, how to relate to other human beings, and so on. One of the 
most basic ways in which cultures and societies thus pass on their 
basic perspectives is through teaching new members the language of 


that culture. 
The process of socialization makes its first imprint on the per- 


2 An excellent short summary of psychoanalytic theory can be found in Levin- 
son’s (1968) book The Exceptional Executive. 

3 There is some evidence that the great apes and perhaps dolphins can “think” 
in terms that are at a rudimentary level similar to how humans think. It is 
significant that both these groups are social animals with some rudimentary 


capacity for language. 
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sonality during childhood, but it recurs in adolescence and again in 
adulthood whenever one moves from one role to another or one 
organization to another (Van Maanen & Schein, 1978). One of the 
basic ways of understanding what actual motives or values a person 
will have is to examine the kinds of socialization experiences that 
person has undergone at various stages of life. 

From a Freudian or psychoanalytic perspective, the process of 
socialization involves the ego, the rational, calculating, decision- 
making capacity that gradually develops as the person seeks to 
control inner impulses and to channel inner drives so as to minimize 
external punishment and to maximize external reward. In this proc- 
ess the child “borrows” the strength of the parent by identifying 
with the parent and thereby internalizes some of the rules, values, 
and perspectives of the parent (or parent surrogate). We have all 
observed small children saying to themselves ‘‘No, you must not do 
that” in the process of trying to curb some impulse they know has 
been disapproved of or punished in the past. The internalization of 
rules, of values, of an idealized model of what one wishes to become 
is what makes up our conscience or what Freud termed the super- 
ego. It is that part of ourselves which sits in judgment on us and 
induces shame or guilt if we have violated some external or internal 
rule, and pride if we have lived up to our values or ego ideal.* 

This same process viewed from a sociological perspective is a 
process of learning to see ourselves as others see us. Because of the 
capacity of the human brain to abstract and become conscious of 
itself, it is possible for a young child to‘ perceive not only trans- 
actions of the outside world as they apply to others but also to 
extrapolate such behavior to his or her own situation—to imagine 
how a specific behavior appears to important others. The process of 
developing a social self is one of gradual generalization. In other 
words, each person develops a self-concept based on the sum total of 
others’ perceptions of him or her combined with his or her own 
perceptions of self (Cooley, 1922; Mead, 1930). 

Sociologists argue that because the self-concept is basically 
derived from interactions with others, human beings are truly social 
animals. If there were no others in a child’s environment, he or she 
would have no referents by which to establish a self-concept. The 
integration of thousands of messages from others—’’you are a good 
boy,” “how tall you are getting to be,” ‘‘girls should not play with 
trucks,” ‘‘what a pretty girl you are,” ‘“‘you should not have hit your 
little brother, that is not what nice boys do’—combined with the 


4 The book I’m OK; You’re OK by Harris (1967) gives a good popularized 
aren of the persistence of the child’s way of thinking and responding in 
each of us. 
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person's self-perceptions based on internal conflict resolution, ini- 
tiates the process of self-formation, which continues throughout life. 

A young person may have many conflicting impulses—aggres- 
sive feelings, fears, desires, and so on—that important adults in the 
subculture disapprove of, which nonetheless continue to occupy the 
person’s thoughts. If the conflict is severe enough, the individual 
may repress these negative impulses and become unconscious of 
them. Yet their continued presence is testified to by a constant set of 
defensive maneuvers—denying that one is angry, projegting anger 
onto others, provoking others into aggressive acts which then justify 
one’s own aggressive responses. and so forth. Hopefully, the person 
will find socially acceptable ways of releasing these feelings such as 
in competitive sports or in a high-pressure occupation that requires a 
good deal of aggressiveness. 

In extreme cases, an individual may become very mild-man- 
nered, build his or her entire self-concept on the denial of aggres- 
sion, and learn to use positive motivation to be a loving, cooperative 
person as a way of controlling a strong opposite impulse (what 
psychoanalysts have called reaction-formation or overcompensation). 
The existence of defense mechanisms such as overcompensation in 
some people does not mean that one can infer that every mild- 
mannered person is defending against strong inner aggressive im- 
pulses; what it does mean is that the formation of the personality is a 
complex conflict resolution process, that much of the conflict is 
unobservable, and that surface motives or values are not always 
consistent with underlying needs and drives. 

Part of the emerging self is what Freud and others called the 
ego ideal, that set of goals and values toward which we aspire and 
that set of criteria we use to measure how we are doing in life. The 
ego ideal is a learned part of the self that reflects the values in the 
broader culture, the norms of the subculture or socioeconemic group, 
the community, and, most importantly, the values within the family 
itself. Much of the variation in human motivation can be understood 
only if we realize the multiplicity of forces which act on every child 
in the process of growing up, and the complexity in each human 
being of the ego ideal. The occupations we enter, the kinds of 
intimate relations we seek, the sort of family we build for ourselves, 
the kinds of organizations we want to join and work in can all be 
viewed as a process of working out our self-concept and moving 
toward some conception of self which we value. 

The ultimate motivator for human adults, therefore, can be 
thought of as the need to maintain and develop one’s self-concept 
and one’s self-esteem. We do things which are consistent with how 
we see ourselves; we avoid things which are inconsistent with how 
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we see ourselves: we strive to feel good about ourselves, and we 
avoid situations which make us feel bad about ourselves. 

This process of searching for the self is a life-long one. We keep 
finding not only new external challenges to test our self-concept, but 
also new feelings and impulses that arise from within and may or 
may not fit our self-concept. These new perceptions must then be 
integrated, denied, or in some other way dealt with. Such new 
challenges and feelings arise when we enter new relationships, when 
we take on new occupational or social roles, when we move geo- 
graphically to new communities, and when we experience bodily 
changes because of illness, or biochemical changes related to aging. 

At such times the human being experiences a new cycle in the 
socialization process and finds himself or herself coping to develop 
new integrations of the self (Schein, 1978; Van Maanen & Schein, 
1977). Such times can be constructive and growth producing or 
constrictive and limiting, depending upon the person’s ability to 
cope and upon the environment’s ability to provide growth opportu- 
nities. Thus, the lesson for the leader or manager is that each subor- 
dinate is a complex human being capable of a broad range of 
responses who is constantly trying to structure situations to make 
subjective sense. Subjective restructuring always has as its goal the 
integration of the new experience with prior experiences and thus 
the affirmation of the evolving self-concept. 


OCCUPATIONAL CHOICE AND 
CAREER DEVELOPMENT 


An area of psychology which bears importantly on these motiva- 
tional questions yet which has been almost totally ignored in 
organizational psychology is the study of occupational choice and 
career development (Hall, 1976; Schein, 1978; Osipow, 1973; Hol- 
land, 1973; Roe, 1956; Super & Bohn, 1970). In a society such as ours 
a nerson’s occupation, the daily work that satisfies basic economic 
needs, has been shown to be a central aspect of the person’s self- 
concept and source of self-esteem. For example, some of the internal 
conflicts housewives have in mid-life when their central role as 
mother takes on less importance have been attributed to the fact that 
they have not had a chance to develop an equivalent identity or self- 
concept to that of the fully employed husband whose work career 
continues while the wife’s “family career” may undergo sharp 
changes. Many of the problems of retirement stem from the sudden 
loss of identity which accompanies formal termination of employ- 
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ment. In other words, our occupational self-image is an important 
part of our total self-image, and for many people, it is the most 
important part. 

Theories of occupational choice have attempted to link such 
choice to more basic human motives or needs but have encountered 
the same difficulties in supporting their hypotheses as other motiva- 
tion theories. For example, Roe (1956) has theorized that occupa- 
tional choice will reflect basic personal orientations which derive 
from childrearing practices. She hypothesized that parents who are 
very attentive—in the sense of being either very loving and/or over- 
protective, or highly demanding—tend to develop a ‘‘people orienta- 
tion’ in their children, which the children then try to express 
through choosing professions in the area of service, some aspects of 
business, entertainment, and the arts. Less attentive parents, who are 
casual, rejecting, or neglectful of their children, tend to develop a 
‘“nonpeople orientation” in their children which should lead to oc- 
cupations such as science, engineering, or isolated outdoor occupa- 
tions such as forestry. 

It has been very difficult to confirm or disconfirm Roe’s devel- 
opmental theory, partly because of the difficulties of obtaining the 
relevant data on parental behavior, but adults can be measured and 
classified as being more or less people oriented (Osipow, 1973). 
Whatever the origin of the orientation, there are variations among 
occupations in the degree to which the person will value ‘‘working 
with other people,” and this orientation will fit better with some 
occupational roles than others. For example, engineering permits the 
person to work primarily alone, while management as an occupation 
inherently requires working with other people. 

The kinds of orientations people develop in the course of their 
work lives, and which may have caused them to choose certain 
occupations, are reflected in numerous contexts. For example, in a 
recent study of the occupations and work values of MIT alumni 
surveyed roughly 15 years after graduation, Bailyn and Schein (1972, 
1976, 1979) found a patterning of occupational types which reflected 
both background factors and current values. Three basic career pat- 
terns could be identified. 

1. Engineering-based careers. This basic pattern was defined 
by a combination of (a) majoring in engineering; (b) average perform- 
ance in school; (c) leaving school after a bachelor’s or master’s 
degree; and (d) a first job in a staff engineering role. The alumni in 
this pattern either remained in staff engineering or were found 15 
years later in occupations such as business staff, engineering man- 
agement, functional management, general management, entrepre- 
neurial activity, or consulting. The alumni in this group shared a 
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common set of values around the need for a challenging job, the 
need for opportunities to advance, opportunities to exercise leader- 
ship roles, opportunities for high earnings, and opportunities to 
contribute to the welfare of the organization in which they were 
working. People in this group need organizations to express their 
basic orientations and values. 

2. Scientific/professionally based careers. This basic pattern 
was defined by a combination of (a) majoring in some field of 
science; (b) above-average performance in school; (c) continuing 
graduate education through the doctorate; and (d) a starting job other 
than engineering staff. The alumni in this pattern ended up in one of 
four occupations: professors of science, professors of engineering, 
managers of scientific projects or laboratories, or science staff. Their 
value system differed from the engineering-based career types in 
being relatively more oriented toward the intrinsic challenges of a 
task, opportunities to be creative and to feel a sense of accomplish- 
ment in one’s work, and opportunities for further education. In this 
group there was relatively little concern about leadership, earnings, 
or contribution to the success of the employing organization. 

3. Pure professional careers. This basic pattern was defined by 
majoring in a narrowly defined professional field and entering that 
field immediately after graduation. In the MIT sample only architec- 
ture fitted this model, but medicine, law, social work, and the minis- 
try are other probable examples. We did not have enough cases to 
characterize the value system of this group, but they tend to show 
some combination of the values of the autonomous professional 
(such as the professors in the scientific/professional pattern) with the 
organizational syndrome of the alumni in the engineering-based pat- 
tern. Though it is difficult to unscramble cause and effect, Bailyn 
and Schein found evidence in all three groups that both a person’s 
prior orientation and his or her subsequent occupational socializa- 
tion affect the values which are evident 15 years after graduation. 

As part of the effort to understand the patterns of job satisfac- 
tion in this group of alumni, Bailyn derived an index of ‘‘work 
involvement” based on several items reflecting (a) the relative degree 
of satisfaction obtained from work/career versus other areas of life, 
and (b) the importance of work to the alumnus. People in manage- 
rial, entrepreneurial, consulting, and academic roles were clearly 
more work involved than people in engineering, science, or business 
staff roles, and within the engineering staff group (the group that 
showed the lowest amount of work involvement) it was the en- 
gineers who were ‘‘people oriented” who showed the lowest work 
involvement and job satisfaction. Engineers who remained tech- 
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nically oriented at mid-life were more likely to remain work in- 
volved. 

The implications for management are clear—even within a 
fairly homogeneous occupation like engineering one will find many 
motivational patterns and degrees of work involvement, requiring 
different managerial strategies to optimize the organization’s need 
for a productive employee and the employee’s need for a career to 
satisfy his/her predominant needs. 


Holland’s Career Theory 


A general theory which attempts to relate personal orientations 
more directly to occupational environments has been developed and 
tested by Holland (1966, 1973). Both orientations and environment: 
can be described in terms of the following six dimensions: 


1. Realistic: The realistic person is one who copes with life by. seeking 
objective, concrete goals and tasks, who likes to manipulate things, 
tools, machines, people, animals, and so on. Such persons are best 
matched with environments that confront them with explicit phvsical, 
concrete tasks, suggesting occupations such as skilled or unskilled 
labor, agriculture, engineering, outdoor conservation work, and the like. 

2. Intellectual: The intellectual person is one who copes with life through 
the use of intelligence, the manipulation of ideas, words, and symbols. 
Such persons are best matched with environments that confront them 
with tasks which require abstract and creative abilities, suggesting oc- 
Cupations such as science, teaching of various sorts, ar writing. 

3. Social: The social person is one who copes with life by selecting tasks 
that demand the use of interpersonal skills and interest in other people. 
Such persons are best matched with environments that require them to 
interpret and modify human behavior, suggesting occupations such as 
sccial work, counseling, the ministry, some kinds of teaching, and work 
which requires organizing others. 

4. Conventional The conventional person is one who copes with life by 
selecting goals and tasks which are sanctioned by custom and society. 
Such persons are best matched with environments that require systema- 
tic, routine processing of various kinds of information, suggesting oc- 
cupations such as accounting, various types of office work; and 
administration. 

5. Enterprising: The enterprising person is one who copes with life by 
selecting goals and tasks that permit the expression of high energy, 
enthusiasm, adventuresomeness, dominance, and impulsiveness. Such 
persons are best matched with environments that place a premium on 
verbal facility used to direct and persuade other people, suggesting 
occupations such as sales, entrepreneurship, management, politics, for- 
eign service, and the like. 


82 Organizational Psychology 


6. Artistic: The artistic person is one who uses feelings, intuitions, emo- 
tions, and imagination to create art forms or products. Such persons are 
best matched with environments that require the interpretation or cre- 
ation of artistic forms through taste, feeling, and imagination, suggesting 
occupations such as writing, the fine arts, and the performing arts. 


‘ously people are complex and their orientations can reflect 
beiicae coseauae of the basic six identified. The strength of the 
theory lies in identifying specific measurable traits that will allow 
vocational counselors to improve the occupational choice process. 
This kind of model builds on decades of work by E. K. Strong (1943) 
and others who showed that different occupations reflect different 
interest patterns. By focusing on a person’s interests, one can bypass 
the motivational issue by simply acknowledging the here-and-now 
demonstration of interest. By the time a person has reached adoles- 
cence, there has formed an identifiable pattern of interests and pref- 
erences which can be diagnosed and used as a basis for vocational 
guidance. 


Super’s Developmental Theory 


The work on occupational choice is necessarily limited in scope 
because it ignores the developmental issues that arise continuously 
before, during, and after such choice. People make educational 
choices in order to get into an occupation and then discover some 
new interests or skills. Their first jobs often reveal mismatches be- 
tween their expectations and the realities of the work situation. 
People discover in the early career years some talents and values 
which they were not aware of, and which require new adaptations or 
changes. The most extensive model dealing with this life-long proc- 
ess has been that of Super and Bohn (1970) who postulate that career 
development is essentially a process of synthesis of the person’s self- 
concept with the realities of the external environment. A basic un- 
derlying motive driving this process is the implementation of the 
self-concept. All people attempt to work out in their occupational 
(and other) roles their concept of themselves during six major stages: 


1. Exploration: Childhood and adolescent development’ of the self-con- 
cept. 

2. Reality testing: The transition from school to work and early work 
experiences. 

3. Trial and experimentation: Attempts to implement the self-concept by 
staking out a career(s). 
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4. Establishment: Implementing and modifying the self-concept in the 
middle career years. 

5. Maintenance: Preserving and continuing to implement the self-concept. 

6. Decline: New adjustments of the self-concept following termination of 
one’s occupational role. 


One of the implications of developmental theory is that the 
pattern of needs, motives, and values a person brings from childhood 
and adolescence serves as an initial set of goals and constraints on 
the process of choice. Thereafter, the person is always in a dynamic 
process of attempting to integrate inner forces and impulses with 
outer opportunities and constraints in order to implement the self- 
concept, which is itself changing and growing as a result of new 
experiences. 


Career Anchors 


Support for a developmental type of theory is provided by a 
longitudinal study of 44 male graduates of the MIT Sloan School of 
Management (Schein, 1975, 1978). These men were studied inten- 
sively by means of interviews and attitude surveys before they grad- 
uated in the early 1960s and again in 1973 when they were 10 to 12 
years into their careers. The motives and values which they ex- 
pressed before graduation were not reliable predictors of subsequent 
careers, largely because the subjects made discoveries early in their 
careers about matches and mismatches between their own needs, 
values, and talents, on the one hand, and the requirements of the 
organizational environments in which they were working, on the 
other hand. Especially talents could not be clearly assessed until 
actual jobs were experienced, yet one’s perceptions of one’s own 
talents is one of the most important parts of one’s self-concept. Many 
of the alumni in the study were unaware of certain needs, values, 
and talents until they had been in an occupational environment for 
several years, and some of them did not achieve a clear self-image 
until they had been through several different jobs, organizations, or 
even occupations. 

The gradual clarification of the self-image around (1) needs and 
motives, (2) talents, and (3) values was conceptualized as a process 
of finding a “career anchor,”’ which began to function as a constraint 
on and guiding force to the career (Schein, 1978). A career anchor is 
thus different from a motive because it includes a self-perception of 
talents and values as well, and is based on actual occupational 
experience. It was found that the 44 cases could be clustered into 
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five career anchor groups, where the anchor is that set of needs, 
values, and talents which the person is least willing to give up if 
forced to make a choice: ; 


1. Technical/functional competence: The entire career is organized around 
a particular set of technical or functional skills which the person is 
good at and values, leading to a self-concept of remaining in an 
occupation that would continue to provide challenging work around 
those particular skills wherever they were. Alumni in this group were in 
various jobs ranging from technical staff roles to functional manage- 
ment. 

2. Managerial competence: The entire career is organized around climb- 
ing an organizational ladder to achieve a position of responsibility in 
general management in which decisions and their consequences could 
be clearly related by the individual to his own efforts in analyzing 
problems, dealing with people, and making difficult decisions in uncer- 
tain conditions. Alumni in this group were clearly striving for general 
management positions such as president and executive vice-president. 

3. Creativity: The entire career is organized around some kind of entrepre- 
neurial effort which would permit the individual to create a new service 
or product, to invent something, or to build his or her own business. 
Some alumni in this group already had formed businesses which were 
successful while others were still struggling and searching. 

4. Security or stability: The entire career is organized around the location 
of an organizational niche that would guarantee continued employ- 
ment, a stable future, and the ability to provide comfortably for the 
family through achieving a measure of financial independence. 

5. Autonomy: The entire career is organized around finding an occupation 
such as teaching, consulting, writing, running a store, or something 
equivalent which permits the individual to determine his own hours, 
lifestyle, and working patterns. This group of people was most likely to 
drop out of conventional business organizations, though their consult- 
ing or teaching activities continued to be related to business and 
management. 


Obviously one can imagine other kinds of career anchors, such 
as service to others, working for ideological, political or religious 
causes, variety, or power, but the fact is that the five groups de- 
scribed above were sufficient to encompass all 44 cases in the panel 
study. Attempts to apply these anchors to other occupations have 
also proved productive in that, for example, Van Maanen (Van 
Maanen & Schein, 1977) was able to classify urban policemen on the 
basis of whether they were primarily oriented to and anchored in the 
technical work of policing, climbing the departmental ladder, 
creatively using police work to build other kinds of businesses (for 
example, making deals with organized crime), using policing as a 
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safe, civil service type of occupation, or being the “loner” autono- 
mous detective. Similarly, one could take an occupation like medi- 
cine or law and analyze the different career anchors of various 
doctors or lawyers. Instead of trying to find the single set of motives 
or values which determine occupational choice, it may be more 
productive to realize that any given occupation can meet a variety of 
needs and use a variety of talents. 

In summary, the value of such concepts as career anchors is 
that they are explicitly developmental and attempt to reflect the 
search of every human for a clear and workable self-concept, a 
search that may continue throughout life. 


BASIC NEED THEORIES REVISITED 


Having provided some developmental perspectives, we can how re- 
examine and summarize the often quoted classifications of Maslow, 
Alderfer, Herzberg, and McClelland and indicate their strengths and 
weaknesses. Table 5.1 shows the basic needs or motives postulated 
by these theorists in juxtaposition to each other and illustrates 
thereby the considerable similarity of their approaches. 

Maslow (1954) felt that the basic human needs were arranged in 
hierarchical order, and argued that higher order needs would not 
become active until lower order needs could be satisfied. The 
strength of the theory lies in drawing attention to the variety of 
needs and motives which operate, but the evidence for the hierarchi- 
cal notion is weak and the need categories tend to be very general. 
For example, self-actualization can be achieved in many different 
ways, and the meaning of self-actualization may change with devel- 
opmental stages, so it may not be very helpful to know that everyone 
is concerned about achieving it. 

Alderfer (1972) takes the Maslow needs and groups them into 
three more basic categories—needs for existence, needs to relate to 
others, and needs for personal growth. This set of categories has 
been most useful in a context that attempts to measure how much of 
each need a given adult has at a given point in time. This approach 
acknowledges the possibility that not everyone has an equal amount 
of each of the basic needs, as Maslow’s theory tends to imply. 

McClelland’s (1961, 1976) theory of basic needs is probably 
most applicable to understanding the organizational careers of entre- 
preneurs and managers. McClelland identifies three basic needs— 
need for achievement, need for power, and need for affiliation. Each 
of us sometimes acts out of a need for affiliation, or for power or 
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achievement, and the intensity of our need (and behavior) will vary 
according to the situation. On the average, however, we are likely to 
have some bias toward either achievement, power, or affiliation. 
Studies of different occupations have revealed that entrepreneurs, as 
contrasted with teachers or lawyers, tend to be higher than average 
in achievement motivation and lower than average in affiliation 
motivation. They are most concerned, as might be expected, with 
_ successful task accomplishment. 

By contrast, high-level general managers who have worked 
their way up tend to have high needs for power relative to other 
occupations and to display this power in what McClelland and 
Burnham (1976) call a ‘‘socialized” way by trying to influence others 
toward the accomplishment of valid and accepted organizational 
goals, not for -personal self-aggrandizement. A high overall level of 
motivation, the tendency to want to do things on behalf of the 
organization, and the need to influence others through becoming 
“interpersonally competent” has been shown by a number of re- 
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searchers as relevant to success in management (Ghiselli, 1971; Ha) 
rell & Harrell, 1973; Schein, 1978). 

McClelland has argued that the economic health of a society 
depends upon entrepreneurial activity and has shown that su 
activity has historically been closely associated with strong achieve- 
ment motivation among its members. To put this theory to the test, 
he designed training programs to increase achievement motivation in 
managers of developing countries. It has been extremely difficult to 
evaluate the success of these efforts, but enough positive correlation 
has been demonstrated to encourage this program of research and 
action to continue. For our purposes, the important point to note is 
that here we have a theory of motivation which explicitly postulates 
that motivation is changeable even in adulthood. 

Herzberg’s (1966) hygiene and motivational factors are shown 
in the far right column of the table. As can be seen these ‘‘needs’”’ are 
more specifically job related and reflect some of the concrete things 
people want from their work. The problems of validating this theory 
have been considerable, however, because of the tendency of people 
to want different. things at different times and to attach different 
meanings to given job values, as we will see in the next section. 

In summary, what can be said of the various need theories is 
that they have provided a useful set of categories for analyzing 
human motivation and have drawn attention to the fact that human 
needs may be hierarchically organized, though the hierarchy itself 
may vary from person to person. However, such theories have not 
adequately dealt with individual differences, have not been suffi- 
ciently linked to models of adult development, and have usually 
been stated at a level of generality that makes them difficult to use in 
practice. 


JOB VALUES AND JOB DIMENSIONS 


Many organizational researchers have bypassed the above arguments 
about basic human motives and have attempted instead to relate 
what people value in their work to job satisfaction and work motiva- 
tion. From the Herzberg model we get a basic distinction between 
those factors which are “‘intrinsic’’—that is, relate to the immediate 
interaction between the worker and the job—and those which are 
“extrinsic,” such as the pay, benefits, working conditions, and other 
aspects of the job situation. In a recent analysis of job factors that 
were important to 3,000 employees in various state and ufban gov- 
ernments, Katz and Van Maanen (1977) identified three clusters of 
factors which they called ‘‘loci of work satisfaction:” 
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Each of these three areas was related to job satisfaction to some 


degree. 
To begin to understand how the job itself can contribute to 


satisfaction and motivation, Hackman and his colleagues (Hackman 
& Lawler, 1971; Hackman & Oldham, 1975, 1979) developed a more 
refined set of job factors by analyzing a large number of jobs and 
identifying the basic dimensions which could apply to any job. 
These dimensions and their relationship to more important underly- 
ing psychological states and relevant outcomes are shown in Table 


5.2. 
Table 5.2 


Basic Dimensions of Jobs and their Relationship to Psychological 
States and Work Outcomes 
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The basic theory underlying the model is that desirable out- 
comes both for the person, in terms of internal satisfaction and 
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motivation, and for the organization, in terms of high quality per- 
formance and low absenteeism and turnover, will result only if the 
worker can achieve three critical psychological states: 


1. The work must be experienced as meaningful, worthwhile, or impor- 
tant. 

2. The worker must experience that he or she is personally responsible for 
the work outcome, that is, accountable for the product of his or her 
efforts. 

3. The worker must be able to determine in some regular and reliable way 
how his or her efforts are coming out, what results are achieved, and 
whether or not they are satisfactory. 


The core job dimensions are then derived by observing what 
kinds of job characteristics are more or less likely to lead to the 
desired psychological states: 


1. Skill variety: The degree to which a job requires the workers to perform 
activities that challenge a variety of skills and abilities. 

2. Task identity: The degree to which a job requires completion of a 
whole and identifiable piece of work—doing a job from beginning to 
end with a visible outcome. 

3. Task significance: The degree to which the job has a substantial and 
perceivable’ impact on the lives of other people either within the 
immediate orgenization or in the world at large. 


The above three.dimensions together create the degree to which 
the worker experiences the job as “meaningful.” 


4, Autonomy: The degree to which the job gives the worker freedom, 
independence, and discretion in scheduling work and determining how 
the work will be carried out. 


This dimension is directly related to giving workers a sense of 
personal responsibility, the second critical psychological state. 


5. Feedback: The degree to which the worker gets information about the 
effectiveness of his or her efforts, either directly from the work itself 
(such as when a quality test is run by the worker on the work) or from 
supervisors, co-workers, quality-control inspectors, oF others in the 
work flow. 


This dimension is directly related to knowledge of results, the 
third critical psychological state. 
Any given job can be analyzed, in terms of these five dimen- 
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sions, for its “motivating potential’ (MPS) using a job diagnostic 
survey and aggregating the scores on the job dimensions. The degree 
to which the relationship between job dimensions, critical psycho- 
logical states, and outcomes will hold true will, according to the 
theory, be moderated by three additional factors—the degree to 
which the worker has the necessary skills to do the job (if he or she 
does not, then obviously changing the job on any of the dimensions 
is irrelevant); the degree to which the worker is motivated by the 
need to grow and sees work as growth producing (if he or she is not 
work involved, then a more enriched job is not going to be more 
motivating); and the degree to which the worker is satisfied with the 
contextual factors comprising the formal and informal organizations 
(if social and work conditions or pay are not satisfactory, then an 
enriched job will probably not be motivating to the worker). 

If one decides that job enrichment can succeed, one can influ- 
ence the job dimensions by creating more natural work groups; by 
optimally combining tasks; by involving the worker more with the 
clients or consumers of the product; by ‘vertical loading,’ which 
means giving workers more say in planning, producing materials, 
and controlling their work flow; and by opening up additional feed- 
back channels as needed. One of the real advantages of this kind of 
theory is that it leads to practical redesign of work based on an 
immediate diagnosis of what is bothering workers without getting 
into debates about ultimate motives or the reasons why people work 
in the first place. 


Job Longevity 


Job enrichment is not a cure-all for motivational problems, 
however, as Hackman and others have frequently cautioned. To illus- 
trate the complexity and highlight once again the developmental 
perspective, we need to examine the concept of job longevity re- 
cently developed by Katz (1978). In the employee survey previously 
referred to, it was possible to determine how long a given employee 
had been on a particular job—the operational definition of job lon- 
gevity. It was also possible to measure the degree to which each of 
the Hackman job characteristics was present in a given job, and to 
relate the degree of presence or absence of that factor to job satisfac- 
tion. When this set of correlations was run for the entire sample, all 
of the job factors related about equally to job satisfaction at a fairly 
low positive level. When the sample was divided into groups vary- 
ing in job longevity, however, it was found that different factors 
were important at different times, as shown in F igure 5.1. For exam- 
ple, when an employee was new to the job, variety was uncorrelated 
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Though the study is not longitudinal, 
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what is important to a person on a job will change as a function of 
how long the person has had that job. Katz suggests that in every job 
we go through three periods: (1) socialization, when only task signif- 
icance and feedback are important; (2) innovation, when all job 
features are important; and (3) adaptation, when contextual factors 
become relatively more important. For adapted workers job redesign 
may be less motivating than better pay or working conditions. 


SUMMARY 


This chapter has reviewed biologically based psychoanalytic theory, 
socialization theory, and vocational development theory to broaden 
our concept of human nature and human motivation. One of the 
more productive ways of dealing with these issues has been to focus 
specifically on work motivation and to identify specific features of 
the work itself and the context of work, as these relate to job satisfac- 
tion and motivation. This approach permits a testing of many of the 
developmental hypotheses and facilitates the measurement of indi- 
vidual differences in what motivates people at work. 


_ The Complexity 
of Human 
Nature 


Organization and management theory has tended toward simplified 
and generalized conceptions of human motivation. Empirical re- 
search has consistently found some support for the simple gener- 
alized conception, but only some. Consequently, the major impact of 
many decades. of research has been to vastly complicate our models 
of human nature and how to manage people. Not only do people 
have many needs and potentials, but the patterning of those needs 
changes with age and stage of development, with changes in roles, 
with situation, and with changes in interpersonal relationships. 
What assumptions can be stated which do justice to this complexity? 


COMPLEX ASSUMPTIONS 


1. Human needs fall into many categories and vary according to stage of 
development and total life situation. These needs and motives will 
assume varying degrees of importance to each. person, creating some 
sort of hierarchy, but this hierarchy is itself variable from person to 
person, from situation to situation, and from one time to another. 

b. Because needs and motives interact and combine into complex motive 
patterns, values, and goals, one must decide at what level one wants to 
understand human motivation. For example, money can satisfy many 
different needs, even the need for self-actualization for sorne people; 
on the other hand, social motives or self-actualization needs can be 
met in a wide variety of ways and in different ways at different stages 
of development. 
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c. Employees are capable of learning new motives through organizational 
experiences. This implies that the overall pattern of motives and goals 
at a given career or life stage (as reflected in the person’s psychological 
contract with the organization) is the result of a complex sequence of 
interactions between initial needs and organizational experiences. 

d. A given person may display different needs in different organizations or 
in different subparts of the same organization; the person who is 
alienated in the formal organization may find fulfillment of his or her 
social and self-actualization needs in the union or in an informal work 
group. If the job itself consists of a variety of skills, numerous motives 
may be operative at different times and for different tasks. 

e. Peoplé can become productively involved with organizations on the 
basis of many different kinds of motives. Ultimate satisfaction for the 
individual and ultimate effectiveness for the organization depend only 
in part on the nature of such motivation. The nature of the task to be 
performed, the worker's abilities and experience, and the atmosphere 
created by one’s co-workers all interact to produce a certain pattern of 
work and feelings. For example, a highly skilled but poorly motivated 
worker may be as effective and satisfied as a very unskilled but highly 
motivated worker. 

f. Employees can respond to many different kinds of managerial strate- 
gies, depending on their own motives and abilities and the nature of 
the task; in other words, there is no one correct managerial strategy 
that will work for all people at all times. 


IMPLICATIONS FOR MANAGEMENT— 
CONTINGENCY THEORIES 


If assumptions such as those just listed come closest to empirical 
reality, what are the implications for managerial strategy? 

Perhaps the most important implication is that managers 
should be good diagnosticians and should value a spirit of inquiry. 
If the abilities and motives of the people under them are so variable, 
managers should have the sensitivity and diagnostic ability to be 
able to sense and appreciate the differences. Rather than regarding 
the existence of individual differences as a painful truth to be 
wished away, managers should learn to value differences and to 
value the diagnostic process which reveals differences. To take ad- 
vantage of diagnostic insights, managers should be flexible enough 
and have the interpersonal skills necessary to vary their own behav- 
ior. If the needs and motives of subordinates are different, they 
should be treated differently. 


It is important to recognize that these points do not contradict 
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any of the managerial strategies previously cited. | am not saying 
that adhering to rational-economic, social, or self-actualization as- 
sumptions about subordinates is totally wrong. What | am saying is 
that any of these assumptions may be wrong in some situations and 
with some people. Where we have erred is in oversimplifying and 
overgeneralizing. If managers adopt a more scientific attitude toward 
human behavior, they will test their assumptions and seek a better 
diagnosis, and if they do that they will act more appropriately to 
whatever the demands of the situation turn out to be. They may 
decide to be highly directive at one time and with one employee but 
totally nondirective at another time with another employee. They 
may use pure engineering criteria in the design of some jobs, but let 
workers structure another set of jobs themselves. In other words, 
they will be flexible, and will be prepared to accept a variety of 
interpersonal relationships, patterns of authority, and psychologica! 
contracts. 

Variable or flexible behavior based on situational realities has 
come to be called a ‘‘contingency theory,” signaling the fact that 
what is a correct way to organize, manage, OF lead in any given 
situation is contingent upon a large number of factors." Contingency 
theories have become very popular in this field in recent years 
because of the recognition of the inherent complexity of human 
nature, tasks, situations, and the leadership/management process it- 
self (Lawrence & Lorsch, 1967; Fiedler, 1976; Vroom & Yetton, 1973; 
Luthans, 1976). 


EVIDENCE FOR COMPLEX ASSUMPTIONS 


In a sense, all of the researches previously cited support the assump- 
tions stated in this chapter, but it will be helpful to cite a few 
additional studies which highlight human complexity and human 
differences. For example, both Whyte and Zaleznik in the studies 
previously cited showed that the background and pattern of motiva- 
tion of rate-busters differed from that of underproducers. Both types 
were group deviants, but the reasons why one group was indifferent 


1 Theorists like Argyris, Bennis, and McGregor have argued for more diagnos- 
tic ability and skill-flexibility in managers. My argument here summarizes 
theirs and attempts to make it more explicit and general. A similar analysis and 
generalization has also been made by Bennis in his “Revisionist Theory of 
Leadership” (1961). 
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to group sanctions while the other group aspired to membership and 
was rejected were found in their different personal and social back- 
grounds. 

Different responses to a similar environment were found in a 
study of prisons (Grusky, 1962). Because the prison is a coercive 
organization which forces its inmates to be totally dependent and 
submissive, it should create primarily an alienative involvement in 
inmates. But Grusky found that those prisoners who had submissive 
and dependent kinds of personalities were relatively less alienated, 
more cooperative, and more positive about prison life. Both Pearlin 
(1962) and Argyris (1964) in studying the alienation of workers in 
industrial organizations found cases of workers who were not alien- 
ated because their personal needs and predispositions made them 
comfortable in a highly authoritarian situation which demanded lit- 
tle of them, either because they did not seek challenge and auton- 
omy or because they genuinely respected authority and status. 

In a classic study of four types of industrial workers, Blauner 
(1964) found evidence for very different patterns of alienation de- 
pending on the nature of the technology involved in the work situa- 
tion. He defined alienation as being the resultant of four different 
psychological states which are, in principle, independent of each 
other: (1) sense of powerlessness or inability to influence the work 
situation; (2) loss of meaning in the work; (3) sense of social isola- 
tion, lack of feeling of belonging to an organization, work group, or 
occupational group; and (4) self-estrangement, a lack of any self- 
involvement with work, a sense that work is merely a means to an 
end. 

Automobile workers on assembly lines were found to be alien- 
ated in terms of all four criteria. At the other extreme, members of 
the printing trades felt a sense of influence, meaning, integration 
into the occupational group, and deep involvement in their work. 
Textile workers resembled automobile workers but were highly inte- 
grated into communities in which traditional-values taught them not 
to expect a sense of influence or meaning. These values in combina- 
tion with paternalistic management practices made them feel reason- 
ably content with their lot in spite of strong forces toward alicnation. 
The fourth group, chemical workers, presented still another pattern. 
Because the, continuous processes in chemica! plants tend to be 
highly automated, chemical workers had a great deal of res pon- 
sibility for controlling the process, considerable autonomy and free- 
dom, a close sense of integration with others on their shift and in the 
plant, and high involvement in the work because of the high respon- 
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sibility. The variation in these four types of workers illustrates the 
danger of generalizing about alienation among factory workers and 
the utility of more refined concepts of alienation and technology 
such as Blauner has developed. 

In discussing varieties of motives, Gellerman (1963) has pointed 
out that even economic rewards can and do have vastly different 
meanings to different people. For some people, money represents 
basic security and love; for others, it represents power; for still 
others, it is a measure of their achievement in society; and for still 
others, it represents merely the means to the end of comfortable and 
sumptuous living. Thus it is difficult to judge, even in the case of a 
given reward, what all of its symbolic meanings are to the person 
and how it connects to other motives. 

Lawler (1971, 1975) reviewed much of the research literature on 
monetary incentives and reached the conclusion that pay systems 
must ultimately be “individualized” in the sense of being fitted to 
the particular needs of the organization and the people within that 
organization. No generalizations about the “right” way to use money 
as an incentive have yet been found. 

Another line of evidence comes from studies of changes in 
motivation as a result of organization experience. It has been difficult 
to determine, for example, whether alienated workers lacked motives 
toward achievement and self-actualization when they first joined an 
organization, or whether they became that way as a result of 
chronically frustrating work experiences This point is critical, be- 
cause if motives are not capable of being elicited or stimulated, more 
emphasis should be placed on selecting those workers who initially 
display the patterns of motivation required by the organization; if, on 
the other hand, by changing organizational arrangements and mana- 
gerial strategies, it is possible to arouse the kinds of motives desired, 
more emphasis should be given to helping organizations change. 

For example, in companies adopting the Scanlon Plan, workers 
who for years took an apathetic attitude toward organizational goals 
were able, with an organizational change, to become highly moti- 
vated and committed to such goals (Pigors & Myers, 1977). In a field 
study concerned with motivational changes, Lieberman (1956) at- 
tempted to determine what attitude changes would occur as a result 
of shifting a worker’s role from union steward to foreman. Those 
stewards who were promoted to foremen showed consistent attitude 
changes—from prounion to promanagement—within a few months of 
the promotion, Because of economic reverses, the company subse- 
quently had to demote some of these foremen. When a second atti- 
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tude survey was conducted, it was found that the demoted foremen 
had once again adopted prounion attitudes. Clearly, motives and 
attitudes can change but we do not as yet know enough about the 
conditions or limitations of such changes. 


CONCLUSION: MOTIVATION AND 
THE PSYCHOLOGICAL CONTRACT 
IN PERSPECTIVE 


In the last several chapters we have examined the relationship of the 
individual and the organization from various points of view. First, 
with Etzioni’s typology, we viewed the basic types of power or 
authority used by organizations and the basic kinds of involvement 
people have in organizations. Then we examined the process of 
management in terms of some of the major sets of assumptions that 
have been made about human behavior in organizations. Finally, we 
spelled out the implications of these assumptions for the nature of 
superior-subordinate authority, the kind of psychological contract 
which was implied, and the actual managerial strategy which would 
be most appropriate. Insofar as possible, we then reviewed the em- 
pirical evidence for the rational-economic assumptions, social as- 
sumptions, and self-actualizing assumptions. The last two chapters 
in this section have concentrated on presenting a more balanced 
view of the complexity of human nature. 

The emphasis so far has been on motivation, particularly the 
motivation of the employee; but motivation is, of course, not the 
only determinant of effective performance. The ability of the person, 
the nature of the work setting, the tools and materials available to do 
the work, the nature of the job itself, and the ability of management 
to coordinate employee, group, and departmental efforts—all enter 
into organizational effectiveness. The reason for our focus on motiva- 
tion and our extensive exploration of it rests on the fact that in the 
motivational area there have been too many myths and misconcep- 
tions. It has been particularly difficult to resist the temptation to 
infer motives from observed organizational behavior. Thus manage- 
ment has often accepted organizational circumstances as a given and 
has explained behavioral variations as a function of different mo- 
tives: The good worker could be assumed to have a high achieve- 
ment need while the poor worker or alienated worker could be 
assumed to lack ambition. In some cases, this assumption might 
have been correct, but in other situations it would have been more 
correct to see the good worker as having a boss who provided 
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challenging work while the poor worker had a boss who provided a 
fragmented and intrinsically meaningless assignment, or in some 
other way was insensitive to the worker's needs, goals, interests, 
career anchors, job values, or degree of job involvement. 

By way of conclusion, I would like to underline the importance 
of the psychological contract as a major variable of analysis. It is my 
central hypothesis that whether people work effectively, whether 
they generate commitment, loyalty, and enthusiasm for the organiza- 
tion and its goals, and whether they obtain satisfaction from their 
work depends to a large measure on two conditions: 


1. The degree to which their own expectations of what the organization 
will provide to them and what they owe the organization in return 
matches what the organization’s expectations are of what it will give 
and get in return. 

2. The nature of what is actually to be exchanged (assuming there is some 
agreement)—money in exchange for time at work; social need satisfac- 
tion and security in exchange for hard work and loyalty; opportunities 
for self-actualization and challenging work in exchange for high pro- 
ductivity, high quality work, and creative effort in the service of organi- 
zational goals; or various combinations of these and other things. 


Ultimately the relationship between the individual and the or- 
ganization is interactive, unfolding through mutual influence and 
mutual bargaining to establish and reestablish a workable psycholog- 
ical contract. We cannot understand the psychological dynamics if 
we look only to the individual’s motivations or only to organiza- 
tional conditions and practices. The two interact in a complex fash- 
ion that demands a systems approach capable of handling interde- 
pendent phenomena. 

Furthermore, our concepts must reflect the fact that the psycho- 
logical contract is constantly renegotiated throughout the organiza- 
tional career. Both the individual's and the organization's needs 
change over time, requiring repeated episodes of organizational so- 
cialization as organizational norms change [ Schein, 1968; 1971). 
Some of these norms can be thought of as pivotal, in the sense that 
adherence to them is a requirement of continued membership in the 
organization. For example, American managers are socialized to be- 
lieve in the validity of the free enterprise system; professors must 
accept the canons of research and scholarship; engineers must be- 
lieve in product safety. Other organizational norms are peripheral, in 
the sense that it is desirable but not essential for members to adhere 
to them. For example, it may be desirable from the point of view of 
the organization that managers be men, have certain political views, 
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wear the right kind of clothes, buy only company brands, and so on. 
For professors, it may be desirable that they like to teach, be willing 
to help in the administration of the university, spend most of their 
time on campus rather than on consulting trips, and so en. Violation 
of these norms does not cause loss of membership, however, if the 
pivotal norms continue to be adhered to. 

The adjustment of the individual to the orga:.ization can then 
be conceived of in terms of acceptance or rejection of pivotal and/or 
peripheral norms, as shown in Table 6.1. Acceptance of both pivotal 
and peripheral norms can be thought of as ‘‘conformity,”’ the tend- 
ency to try to fit in completely and to take a custodial orientation 
toward how things have been done ir the past—becoming the loyal 
but uncreative “organization man.’’ Acceptance of peripheral norms 
combined with rejection of pivotal ones is ‘‘subversive rebellion” in 
that, by rejecting the organization’s basic premises but adhering to 
its peripheral norms, the person is concealing his or her rebellion. In 
contrast, rejecting both sets of norms is open rebellion or revolution- 
ary behavior, usually leading to voluntary or involuntary loss of 
membership. 


Table 6.1 
RMS WOR gS I a RRNA 5 RS AS Ra eh ZT RA RE AE Phi Re iain aes 


Individual Adjustment to the Organization 


PIVOTAL NORMS 


Accept Reject 
Accept Conformity Subversive 
Rebellion 
PERIPHERAL 
NORMS 
Reject Creative Open 
Individualism Revolution 


If an organization is concerned about its own capacity to grow 
and innovate in the face of a complex and changing environment, 
the ideal individual response might be what I have termed ‘“‘creative 
individualism,” which is based on accepting pivotal norms but re- 
jecting peripheral ones. The creative individualist is strongly con- 
cerned both about basic organizational goals and about retaining his 
or her sense of identity, and is willing to exercise creativity to help 
the organization achieve its basic goals. 

Creativity qn behalf of the organization can be thought of in 
two way. One can focus one’s energies on creating new products or 
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services, the kind of creativity traditionally identified in most organi- 
zations as research and development. Or creativity can be conceived 
of as “role innovation,”’ the development of new ways of doing a job 
or fulfilling a role to make the organization more effective, efficient, 
or adaptable (Schein, 1970; Van Maanen & Schein, 1979). A manager 
can invent a new product (content innovation) or can focus his or 
her creative energies on new ways of integrating the efforts of two 
departments, new ways of establishing effective financial controls, 
new ways of supervising people to maximize their productivity, and 
so on (role innovation). A professor can derive a new scientific law 
or publish a new theory (content innovation), or can invent new 
ways of teaching more effectively, making better use of others’ skills, 
or involving them in social causes (role innovation). 

One might hypothesize that people’s needs to be conformist, 
rebellious, or innovative are tied in complex ways to their underly- 
ing motive system, and also that such needs change over the course 
of their career. For example, at the beginning of their career, as 
apprentices, people are probably most conformist. Upon obtaining 
organizational ‘‘tenure’”’ and reasonable security, they embark on a 
period of maximum creativity, sometimes involving rebellion. Later 
stages of the career probably produce more of a tendency to become 
either role innovative or conformist depending upon the degree to 
which the individual remains work involved. How the organization 
manages people’s transitions from one organizational segment to 
another across functional, hierarchical, or inclusionary boundaries 
probably strongly affects whether the person will become more 
custodial and conformist or more innovative (Van Maanen & Schein, 
1979). 

For individuals, for organization managers, and for members of 
social institutions who are concerned about social policy, the most 
important conclusion to be drawn from this entire discussion is that 
human motivation and career development are highly complex and 
not yet fully understood. Therefore, a continued spirit of inquiry and 
a commitment to diagnosing situations before leaping into action 
appears to be the only safe course. It is not clear whether the “best”’ 
kind of psychological contract is one that maximizes creative indi- 
vidualism, for it is easy to imagine conditions under which both the 
individual and the organization would be happier with a conformist 
response. However, one must diagnose the potential consequences of 
whatever course one embarks on, using whatever analytical tools are 
available. And one must be aware that personal assumptions and 
biases can operate as powerful filters to make the world look simpler 


than it actually is. 


a, va 
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Few topics in organizational psychology have received as much 
attention as leadership. As the previous several chapters have dem- 
onstrated, any analysis of human nature and motivation inevitably 
leads to a discussion of how leaders and/or managers should handle 
followers. Thus leadership is in a sense the reverse side of motiva- 
tion. Whereas the analysis of motivation and human nature focused 
us more on followers, the next chapters will focus explicitly on 
leaders. After examining in some detail why it has been so difficult 
to identify just how an effective leader should behave, we go on to 
review some major theories of leadership. Not all leadership theories 
will be discussed. We shall focus on those of Fiedler, Vroom, Hersey 
and Blanchard, and Argyris because this cross section illustrates 
some of the most important contrasts in approaches to the leadership 
problem. From these theories also come some of the most carefully 
thought out practical programs of training. 

In Chapter 8 we will look at leadership as a set of functions and 
attempt to put the various issues of leadership into perspective, 
particularly the desirability of participative leadership—that is, how 
much leaders should share power and decision making with their 
followers. Worker participation is a hotly debated issue in organiza- 
tional psychology, more so because in many countries it is actually 
being legislated. It becomes critical to understand the implications of 
participation so that we can understand the conditions under which 
it will or will not lead to greater effectiveness for organizations and 
satisfaction for employees. 
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Why Is it~ 
Difficult 
to Analyze 


In this chapter we will attempt to unravel the problem of leadership 
so as to become aware of which factors contribute to its complexity. 
Similar to the difficulties we encountered in trying to devise a 
simple model of human nature, we will see that a simple model of 
good leadership is impossible to find. Several definitional and ana- 
lytical problems have to be recognized at the outset. 


PROBLEM 1: IDENTIFYING WHO IS 
A “LEADER” 


When we set out to analyze leadership behavior, what is our point of 
reference for the term leader or manager? Consider an organization 
like a professional football team, consisting of: (1) owners; (2) a 
general manager hired by the owners; (3) one or more levels of 
managers below the general manager who deal with the basic busi- 
ness aspects of running the team; (4) a head coach; (5) a number of 
assistant coaches dealing with various specialties such as offense, 
defense, kicking; (6) one or more team captains elected by the play- 
ers or appointed by the coach or both; (7) the quarterback who calls 
the plays; (8) player representatives if the players are unionized; and, 
finally (9) the various ‘informal leaders” among the players them- 
selves. 

If we decide to analyze ‘‘leadership style” in relation to team 
performance, whose style do we analyze? Who is the leader on 
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whom we should focus? Some will say we should look at the infor- 
mal leaders—the quarterback or the defensive captain who have the 
most immediate inspirational effect on the players out on the field; 
others will say that the key leader is the head coach, while still 
others will say it is the general manager who, after all, decides what 
kind of head coach to hire. Some may even relate the team’s per- 
formance to the owners who decide how much money to invest in 
the recruitment of high-level talént and whose compensation sched- 
ule may or may not be considered ‘‘fair’” and therefore elicit higher 
or lower levels of morale or performance. 

Obviously, the organization as a whole will not perform well 
unless the leadership at every level reaches some minimum standard 
of effectiveness. The most brilliant coach cannot produce a winning 
team if there is no talent on the team. And we have all witnessed the 
problems of a brilliant quarterback who does not have good enough 
protection from his offensive line to permit him to throw accurate 
passes. 
But minimum performance at every level is only a partial an- 
swer, because many organizations reach such a minimum at every 
level and then still perform more or less effectively as a function of 
more brilliant performance by one or more leaders somewhere in the 
organization. And the search for ‘“‘leadership”’ is, in a sense, a search 
for those traits or those behaviors which define this brilliance, which 
produce some kind of extra effort on the part of subordinates. So we 
often resolve the dilemma of ‘‘who is the leader’ by saying that we 
want everyone in the organization to approximate more closely some 
ideal mode) of good leadership: And we often make the assumption 
that such an ideal exists, that there are universal leadership traits or 
behaviors which would make every level of management more effec- 
tive, an assumption which, as we will see, is highly questionable. 


PROBLEM 2: WHAT IS THE SCOPE 
OF “LEADERSHIP’’? 


A second dilemma of definition illustrated by the football team and 
by every other organization is the scope of a leader’s influence. Does 
leadership refer to the face-to-face influence of a supervisor over his 
or her immediate subordinates, or do we mean the ability to influ- 
ence by some means or other all of the levels that are under a given 
leader or manager, whether or not he or she deals with them di- 
rectly? Should chief executives be measured by how they lead their 
vice-presidents, or should they be measured by the overall perform- 
ance of their organization? This is not a trivial question bécause one 
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key skill of higher level managers may be the selection of effective 
managers below themselves, not their own actual skill in managing 
those subordinates. If a political or religious “‘leader’”’ is effective in 
communicating a message to large numbers of followers on an im- 
personal basis, we consider this good “‘ieadership” even though 
there is no face-to-face interaction whatsoever. So we must be careful 
in looking for the key to leadership to state clearly what degree and 
kind of influence we are really talking about. 


PROBLEM 3: WHAT IS THE CULTURAL 
CONTEXT? 


A third dilemma is that any definition of ‘‘good leadership” usually 
reflects the historical, social, or cultural context in which the analy- 
sis is conducted. What we consider ‘‘good” leadership not only 
reflects our concepts of human nature as outlined in the previous 
chapters but is likely to be heavily colored by the political ideology 
and the socioeconomic circumstances in which the behavior takes 
place. Table 7.1 illustrates this issue by taking Etzioni’s basic types 
of organizations, along with their corresponding forms of involve- 
ment and bases of authority, and expanding the analysis by adding 
the various leadership roles associated with each system. Etzioni’s 
types can be applied to both political systems and to organizations 
within the broader society. 

In the coercive type of system based on the control of rewards 
and punishments, or on traditional bases of legitimacy, such terms as 
emperor, king, queen, dictator, autocrat, tyrant, and boss come im- 
mediately to mind. Depending upon how benign the leaders are, the 
basic feelings of subordinates are likely to be either (a) submission, 
dependence, and resignation, or (b) anger, resentment, and counter- 
dependence, or (c) loyalty and commitment to the leaders. 

How such coercive organizations will perform typically de- 
pends solely on the ability of the dictator or autocrat to correctly 
analyze what needs to be done, and his or her ability to elicit from a 
basically passive set of subordinates some reasonable level of per- 
formance through the manipulation of rewards and punishments. In 
many so-called ‘‘developing’’ countries, it is argued that only a 
strong autocratic kind of Jeadership can work because only a small 
elite group really knows what the country needs, and only strong 
centralized control can ensure the coordination necessary to meet 
those needs. If such leaders can persuade the citizens or members of 
their organizations that what is being done is ultimately in their own 
best interests, they can elicit fairly high levels of motivation as we 
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id 
‘Concepts of Leadership in Different Types of Systems 
a 


BASIC ORGANIZATIONAL TYPE* 


Basic form of in- 
volvement 


Basis for authority 


Coercive Utilitarian Normative 
Alienative Calculative Moral 
Nonlegitimate Ration-legal: Charismatic 


Control of re- 


Authority of posi- 


Rational authority 


wards and tion based on exper- 
punishments tise 
Traditional 
Leader terms or King or queen Supervisor True leader 
concepts Emperor or em- Manager Messiah 
press 
Dictator Executive Savior 
Tyrant Bureaucrat Entrepreneur 
Autocrat Representative Manager 
Benevolent auto- Senator Executive 
crat 
Boss 
Subordinate feel- Dependence Caution Involvement 
ings Submission Suspicion Commitment 
Resignation Independence Dedication 
or Concern with High motivation 
Anger equity Sense of shared 
Resentment Self-protective goals 
Counterdepen- Uninvolved Interdependent 
dence 
or 
Loyalty 
Identification with 
leader 


Commitment 


How to maintain 
involvement 


How to create in- 
volvement 


How to ensure 
correct goals 
and how to sell How to manage 
them succession 


LL RE AER TS LO ET TTI TEAR TRESS TEESE EI A MM OER 


*The types can apply either to total political systems or to organizations within a given system. 


Basic leadership 
dilemma 


have frequently witnessed in countries whose dictators are admired 
and supported. 

The situation is quite different in utilitarian systems whose 
basic assumption is that the proper relationship between subordi- 
nates and their leaders should be based on rational-legal principles. 
Unless the leader can meet some of the subordinates’ needs, the 
contract specifies that they can vote him or her out of office or get 
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him or her fired. In this kind of system such terms as supervisor, 
manager, bureaucrat, executive, representative, and senator all imply 
to some degree that the leader’s authority basically resides in the 
office or position granted to the person, and that some minimum 
amount of expertise to perform the duties of the position is ul- 
timately required to retain the position. It is nice if we have a boss 
who really ‘turns us on” or inspires us, but in the typical utilitarian 
system, we do not really expect it. All we ultimately expect is equity 
and fair treatment in terms of whatever the contractual arrangements 
are. 

In this kind of system subordinates typically feel caution, suspi- 
cion, some need for self-protection as would be provided by unions 
or citizen-consumer groups, a sense of independence, and somewhat 
limited involvement with the organization. It is noteworthy that this 
kind of organization typically elicits the greatest concern with how 
to be an effective leader, because the basic psychological contract 
between the employee and the organization does not guarantee any 
initial commitment, loyalty, or motivation. Somehow the individual 
leader or manager must gain the confidence of group members and 
overcome their suspicion and caution. Because utilitarian organiza- 
tions are typically found in free enterprise systems, and because 
such organizations are in competition with each other, it becomes 
especially important to solve the riddle of what leaders or managers 
have to do to get that extra effort to make their organization more 
productive and effective than the competitor’s. 

The leadership problem is least troubling in normative systems, 
those types of organizations which are tied together by common 
causes and mutual goals, by high levels of moral involvement and a 
belief that what is being worked on is important and exciting. 
Authority in such organizations typically rests on the personal quali- 
ties of the leader, his or her charisma or basic expertise in solving 
some important shared problems. The leadership terms one typically 
associates with such systems are entrepreneur, leader, messiah, sav- 
ior, but the terms supervisor, manager, OF executive could fit this 
concept equally well if the subordinates saw their bosses as “real 
leaders.” 

The fact that a limited number of people do have the particular 
personal qualities (charisma) to elicit strong emotional support from 
their subordinates at a given time and place further complicates the 
problem of analyzing leadership. It is all too easy to assume that all 
we need to do is to find more such charismatic individuals or to 
teach people how to become more charismatic. We forget that many 
kinds of organizations do not involve tasks or missions that could 
elicit high levels of involvement in the first place, and that the 
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presence of a charismatic leader (even if we could get one) would 
not change a fundamentally utilitarian organization such as a com- 
pany manufacturing textiles or a government bureaucracy inte a 
normative one. Leadership, then, is partly a cultural phenomenon 
and must be analyzed within a given cultural, political, and socio- 
economic context. 


PROBLEM 4: WHAT IS THE TASK? 


The fourth dilemma of defining leadership is that within a given 
system the nature of the task may change, the. situation surrounding 
the task may change, or the subordinates themselves may change, 
any of which may require an adaptive change from the leader. As we 
will see later, leadership is ultimately a matter of matching up the 
personal characteristics of the leader, the personal characteristics of 
the subordinates, the nature of the task, and the situation surround- 
ing the task—such as time constraints, historical circumstances, and 
so on. Thus, even if we can pin down one setting in which to 
analyze leadership, we will have to take into account how that 
setting may change over time and thus find ourselves once again 
relying on the leader’s diagnostic ability and flexibility. For example, 
an engineering manager working with a design group may initially 
decide to be a participative leader. Later, however, the pressure of 
time which may result from a competitor’s entry into the market may 
force that same manager to exercise a more autocratic style in order 
to save time and get a product out fast. The subordinates may be 
quite willing, under these circumstances, to accept a more autocratic 
role from their manager, and may be quite effective in spite of 
having less say in every decision if they understand that the change 
in style is based on a rational decision. 


PROBLEM 5: WHAT IS THE 
DEVELOPMENTAL STAGE 
BETWEEN LEADER AND FOLLOWERS? 


The fifth and final problem in defining leadership derives from the 
common observation that what is appropriate and effective leader- 
ship behavior will vary as a function of the degree to which a leader 
and a given group of followers have learned to work together. The 
stage of development of the group being led as well as the ‘‘matu- 
rity’ of the leader-follower relationship will impose limitations and 
opportunities on leader behavior. For example, a new group with a 
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new leader facing a new task may require much more guidance and 
autocratic behavior from the leader than a team which has worked 
together for a long time and could almost make its own decisions 
without the leader even being present. On the other hand, certain 
kinds of autocratic behavior might not be tolerated by a new group 
which is testing its leaders, yet be completely accepted by a mature 
team which trusts its leader. Therefore, when we analyze a leader- 
ship situation, we must consider how long subordinates have 
worked with each other, the climate which has developed within the 
group, the length of time the leader has been in his or her job, and 
the kind of relationship he or she has been able to develop with 
subordinates. 

The same issue can be addressed in broader terms within a 
business context. A young entrepreneurially oriented organization 
needs leadership behavior fundamentally different from a mature 
second- or third-generation organization run by professional mana- 
gers. Organizations that have entered turbulent environments and 
must revitalize their mission or goals require different leadership 
behavior, especially at the top of the organization, from those which 
have clear goals and exist in stable environments. Organizations in 
decline or “ill health’ in terms of quality of performance need 
different leadership from those which are growing and thriving. In 
each case, the key will be the basic nature of the task, as this derives 
from the organization’s developmental stage, and the form of in- 
volvement that is needed from subordinates. 

To summarize, before we can really analyze leadership behavior 
we must take into account (1) which level of the organization we are 
referring to; (2) whether or not we mean face-to-face influence or 
some broader concept of task accomplishment which may cut across 
many organizational levels; (3) what kind of cultural, political, or 
socioeconomic concepts underlie the organization or situation being 
analyzed; (4) the nature of the task, the subordinates, and the situa- 
tional constraints that may be operating; and (5) the stage of devel- 
opment of the subordinate group and the leader-subordinate 
relationship. As we will see, different theorists focus on different 
aspects of the leadership issue. 


A DIAGNOSTIC FRAMEWORK 
FOR ANALYZING LEADERSHIP 


In order to deal with the complexity inherent in the analysis of 
leadership, we need to break it down into a number of components 
that can serve as guidelines for reviewing leadership research and 
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theories (see Figure 7.1). The center of the figure (Box A) represents 
an objective picture of the leader as viewed by an outsider in terms 
of his or her inherent characterisics, traits, personality predisposi- 
tions, skills, and other measurable properties presumed to be more or 
less stable in the person. On the left side are shown the subordinate 
characteristics as they might be observed by an outsider (Box B), and 
on the right side are the task/situational characteristics from this 


same vantage point (Box C). 


Actual 
leader 
characteristics 


Actual task 
situational 
characteristics 


Actual 
subordinate 
characteristics 


Perceptions of 
task/situation 


Perceptions 
of self 


Perceptions of 
subordinates 


Diagnosis of G 
leadership 
situation 


Actual 
leader 
behavior 


Actual 
* outcomes 


Fig. 7.1. The components of a leadership situation. 


Next is shown a series of leader perceptions—how the leader 
perceives subordinates, the task and situation, and himself or herself 
in relation to the subordinates and the task (Boxes D, E, F). These 
perceptions will be a joint function of the actual characteristics as 
they might be observed by an outsider and the leader’s own pre- 
dispositions, biases, defense mechanisms, and personality. 

The sum total of such perceptions will be the leader’s “diag- 
nosis” of his or her total situation, and it is from such a diagnosis, 
whether consciously arrived at or not, that the leader will choose an 
intended course of action (Box G). Such a diagnosis can be highly 
intuitive and reflect leader perceptions and predispositions, or it can 
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be very systematically arrived at by conscious checking out of vari- 
ous factors. 

The leader’s actual behavior (Box H) is then a joint result of the 
diagnosis and the actual predispositions of the leader, alerting us to 
the commonly observed fact that what the leader intends to do and 
what he or she is actually observed doing may be quite different. 
The actual behavior will then lead to various outcomes (Box I) which 
will influence subordinate, task, and leader characteristics in future 
situations. 

Much of the early research on leadership was focused on the 
leader’s “traits” (Box A) in an attempt to identify those characteris- 
tics which would clearly distinguish successful from unsuccessful 
leaders, for example, intelligence, aggressiveness, judgment, and so 
on. Literally hundreds of studies were conducted, but traits that 
correlated with success in one situation often failed to hold up in 
another situation, or a trait that seemed to work for one leader failed 
to work for another. It was the failure of these early efforts which 
ultimately resulted in a redefinition of leadership as a relationship 
between the leader, the followers, and the task/situational char- 
acteristics (Gibb, 1969). Nevertheless, some researchers and theorists 
continue to place important emphasis on basic leader characteristics. 

The next chapter will review several approaches to the study of 
leadership which represent different ways of focusing on leadership 
issues. What we must remember is that although each theory refers 
to most of the components shown in Figure 7.1, it typically focuses 
research and theoretical attention on only one or two of those com- 
ponents. 


FOCUS ON THE LEADER: 
FIEDLER’S LEADER-MATCH THEORY 


One of the oldest and still most controversial theories and research 
programs on leaders of task-oriented groups is Fiedler’s (1967, 1971) 
leader-match theory. Working primarily with groups whose leaders 
could be clearly identified and whose output could be precisely 
measured (basketball teams, bomber crews aiming at practice targets, 
open-hearth steel shops, and small cooperatives, for example), 
Fiedler first developed a measure of the leader’s basic orientation 
called LPC (least preferred co-worker). The leader is asked to think 
of all the people with whom he or she has ever worked and then 
think of the person with whom he or she “could work least well.” 
The leader is then asked to describe that person on 18 bipolar 
dimensions such as ‘“‘pleasant—unpleasant,” ‘‘trustworthy—untrust- 
worthy.” The adjectives are scored in terms of the degree to which 
the leader sees the least preferred co-workers (LPC) as exhibiting 
negative, or at the other extreme, positive, characteristics. A low LPC 
leader (mainly negative ratings) is seen as primarily task oriented, 
and ‘a high LPC leader (mainly positive ratings) is seen as primarily 
relationship oriented. 

Fiedler considers low LPC leaders to be very concerned about 
task performance because they perceive anyone who contributes to 
poor performance in very negative terms; by contrast, high LPC 
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leaders are considered to be relationship oriented because even their 
least preferred co-worker is seen as a worthwhile person. Note that 
LPC as a measure of leader orientation belongs in Box A of Figure 
7.1 in that it focuses on a basic leader characteristic. It should also 
be noted, however, that actual leader behavior was not explicitly 
studied or correlated with LPC scores in Fiedler’s research. 

In his early studies Fiedler attempted to show that absolute LPC 
scores correlated with team performance, but the correlations tended 
to be very low. Gradually Fiedler, like so many other leadership 
researchers, found that the relationship between the leader and sub- 
ordinates as well as the nature of the task influenced the correla- 
tions, leading to the current version of his contingency theory: 


1. If (a) the leader has good relationships with group members, as meas- 
ured by their degree of acceptance of the leader, and (b) the leader's 
position power is high such that he or she can clearly reward or punish 
members, and (c) the task is highly structured in that there are clear 
goals, few correct solutions, few ways of accomplishing the task, and 
clear criteria of success, then the leader is said to be in a highly 
favorable situation. Under these conditions Fiedler found consistently 
negative correlations between LPC and performance. In other words, 
situations highly favorable to the leader produce the best outcomes 
with low LPC (highly task-oriented) leaders. 

2. If the situation is only moderately favorable to the leader because the 
acceptance by members is lower, or position power is lower, or the 
task is less structured, then the correlation between performance and 
LPC tends to be consistently positive, suggesting that situations moder- 
ately favorable to the leader produce the best outcome if the leader is 
high LPC (relationship oriented). 

3. If the situation is unfavorable to the leader because acceptance is low, 
position power is low, and the task is unstructured, the correlations 
again tended to be negative, suggesting that situations unfavorable to 
the leader produce the best outcomes with low LPC (task-oriented) 
leaders. 


Why should the relationships exhibit such a curvilinear shape? 
First of all, it should be noted that Fiedler’s LPC construct is a leader 
trait, an orientation or value which is fairly stable, and which pro- 
duces consistent biases in the way the leader behaves. As liedler 
argues but has not proven, the high LPC or relationship-oriented 
leader attempts to accomplish tasks by means of building and main- 
taining good interpersonal -elationships among group members. In 
situations very favorable to the leader marked by high control, this 
person tends not to worry about relationships and may spend a good 
deal of time trying to please his or her supervisor. often taking 
subordinates for granted. By contrast, the task-oriented leader in this 


116 Organizational Psychology 


same favorable situation feels very relaxed because things are under 
control and clear, permitting him or her to set clear targets and to 
comfortably monitor group progress. 

In situations which are unfavorable, where the leader has low 
control, the high LPC, relationship-oriented leader becomes unwill- 
ing to put any task pressure on subordinates in order to avoid 
alienating or angering them. The high LPC leader may then become 
so involved in attempting to build up relationships that the task 
suffers. By contrast, the low LPC,, task-oriented leader is again in his 
or her element. Becoming impatient, this person quickly structures 
the situation, ignores resistance, and produces successful outcomes 
by helping to reduce ambiguity for the group. 

In situations that are moderately favorable, and thus require the 
building of rélationships and innovative solutions to relatively less 
structured problems, the high LPC, relationship-oriented leader is at 
his/her best. In such situations low LPC leaders feel out of their 
element, pay too little attention to interpersonal problems in the 
group, retreat too much to the task, and as a result do not produce as 
good outcomes. 

Inasmuch as LPC is an orientation that is supposed to be rela- 
tively stable, the implications of this kind of theory are that leaders 
should discover their own orientation and then seek a situation 
optimally matched to this style. Low LPC leaders should seek highly 
favorable or highly unfavorable situations, or should work to change 
situations into the degree of favorableness which produces the best 
results for them. Similarly, high LPC, relationship-oriented leaders 
should seek moderately favorable situations or develop them. 

Fiedler, Chemers, and Mahar (1976) have developed a self- 
administered training booklet which permits the reader to test and 
score himself or herself on LPC. The booklet first asks the person to 
diagnose situational favorableness by analyzing leader-member rela- 
tions, task structure, and position power, and then invites a diag- 
nosis of how well matched the person is to the situation. If the 
match is poor the program offers guidelines on how to create a more 
favorable situation. 

The strength of this model is that it gives explicit attention to 
each of the necessary components—the leader, the subordinates, and 
the task. It helps the leader to make an explicit diagnosis based on 
analysis of self, task, and leader-member relationships, and it ac- 
knowledges from the outset that the leader’s behavior is not that 
flexible. Rather, the leader’s problem is how to find a gvod match 
between his or her own strengths and what the situation requires. 

The weaknesses of the model are, first, that the diagnostic 
categories are complex and often difficult to assess—how good the 
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leader-member relations are, how structured the task is. and how 
much position power the leader has may be difficult to determine in 
practice. Second, Fiedler devotes little attention to a diagnosis of 
subordinate characteristics. Third, no attention is given to the actual 
technical competence of the leader or the subordinates. The theory 
assumes adequate technical competence both in the leader and in the 
followers. Fourth, the correlational evidence for the matching con- 
cept is relatively weak. The correlations are generally in the right 
direction on the average, but they are often low and statistically 
nonsignificant. Finally, the concept of LPC itself is vague and the 
characteristics of high and low LPC people are only gradually begin- 
ning to be understood. In a recent review of research bearing on 
Fiedler’s theory, Hosking and Schriesheim (1978) seriously challenge 
even the basic premises of the theory by noting that LPC is neither 
stable nor well understood and that the basic correlations between 
LPC and situational outcomes are too weak to warrant the practical 
claims made for the theory. 

None of these are fatal weaknesses, but they have kept Fiedler’s 
theory from becoming a universal solution to the leadership prob- 
lem. 


FOCUS ON THE TASK/SITUATION: 
VROOM’S CONTINGENCY THEORY 


Whereas Fiedler’s theory began with a measurement of leaders (LPC), 
Vroom has always been more concerned about tasks and subordi- 
nates (Boxes B and E in Figure 7.1). In a recent statement of his 
theory Vroom (1975) starts with a quote from Stogdill’s 1948 sum- 
mary of 25 years of leadership research: 


The pattern of personal characteristics of the leader must bear some 
relevant relationship to the characteristics, activities, and goals of the 
followers. ... It becomes clear that an adequate analysis of leadership 
involves not only a study of leaders, but also of situations. (Stogdill, 
1948, pp. 64-65) 


Some of Vroom’s early research (1960) showed that subordi- 
nates with certain kinds of personalities and working on certain 
kinds of tasks preferred autocratic leaders, a finding that challenged 
the normative emphasis on democratic and participative leadership 
styles of the Michigan group (Likert, 1961; 1967). Building on this 
idea, Vroom asserted that leaders have the ability to vary their 
behavior (Box H) along a scale from highly autocratic to highly 
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participative, so the leadership problem can actually be restated as 
developing diagnostic criteria that would help leaders decide in 
which situations to use which kind of behavior (Boxes F and G). 
Vroom distinguishes five basic points along this dimension, each of 
which reflects a behavioral option for the leader (Vroom & Yetton, 
1973): 


TYPES OF MANAGEMENT DECISION STYLES 


Al. You solve the problem or make the decision yourself, using informa- 
tion available to you at that time. 

All. You obtain the necessary information from your subordinate(s), then 
decide on the solution to the problem yourself. You may or may not 
tell your subordinates what the problem is in getting the information 
from them. The role played by your subordinates in making the 
decision is clearly one of providing the necessary information to you, 
rather then generating or evaluating alternatives solutions. 

Cl. You share the problem with relevant subordinates individually, get- 
ting their ideas and suggestions without bringing them together as a 
group. Then you make the decision, which may or may not reflect 
your subordinates’ influence. 

Cll. You share the problem with your subordinates as a group, collec- 
tively obtaining their ideas and suggestions. Then you make the 
decision, which may or may not reflect your subordinates’ influence. 

Gil. You share the problem with your subordinates as a group. Together 
you generate and evaluate alternatives and attempt to reach agree- 
ment (consensus) on a solution. Your role is much like that of 
chairperson. You do not try to influence the group to adopt ‘‘your’’ 
solution and you are willing to accept and implement any solution 
which has the support of the entire group.' 


This decision dimension closely parallels the continuum of 
leadership behavior first proposed by Tannenbaum and Schmidt 
(1958), but goes beyond it in suggesting a specific way of analyzing 
problems by means of eight ordered criterion questions which the 
leader can ask himself or herself and a set of decision rules put in 
the form of a decision tree which leads to the most desirable option 
to be employed (see Figure 8.1). 

The seven questions are arranged so that a leader can analyze 
his or her immediate problem situation and, by answering yes or no 
to each question, arrive at feasible decision alternatives. For many 
paths through the decision tree, the answer generated may still 
reflect a viable choice between an essentially autocratic or essentially 
participative alternative. In that case the leader can assess whether 


1 It shouldbe noted that other options exist such as delegating the problem to 
a subordinate or the group and letting them make the decision by themselves. 
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he or she wants to use a short-run model to maximize short-term 
efficiency (through use of the more autocratic solution) or a long-run 
developmental model that maximizes the ability of subordinates to 
learn how to solve problems themselves. The underlying decision 
rules that lead to the feasible alternatives are listed below. 


Rules Designed to Protect the Quality 
of the Decision 


1. The information rule. If the quality of the decision is im- 
portant and if the leader dues not possess enough information or 
expertise to solve the problem alone, AI is eliminated from the 
feasible set. Its use risks a low-quality decision. 

2. The trust rule. If the quality of the decision is important 
and if the subordinates cannot be trusted to base their efforts to solve 
the problem on organizational goals, GII is eliminated from the 
feasible set. Alternatives which eliminate the leader’s final control 
over the decision reached may jeopardize the quality of the decision. 

3. The unstructured problem rule. In situations in which the 
quality of the decision is important, if the leader lacks the necessary 
information or expertise to solve the problem alone, and if the 
problem is unstructured (that is, he or she does not know exactly 
what information is needed and where it is located), the method 
used must provide not only for him or her to collect the information 
but to do so in an efficient and effective manner. Methods that 
involve interaction among all subordinates with full knowledge of 
the problem are likely to be both more efficient and more likely to 
generate a high-quality solution to the problem. Under these condi- 
tions, AI, AII, and CI are eliminated from the feasible set. AI does 
not provide for the leader to collect the necessary information, and 
All and CI represent more cumbersome, less effective, and less effi- 
cient means of bringing the necessary information to bear on the 
solution of the problem than methods which encourage such interac- 
tion. 


Rules Designed to Protect the Acceptance 
of the Decision 


4. The acceptance rule. If the acceptance of the decision by 
subordinates is critical to effective implementation and if it is not 
certain that an autocratic decision made by the leader would receive 
that acceptance, AI and AII are eliminated from the feasible set. 
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Neither provides an opportunity for subordinates to participate in 
the decision and both risk the necessary acceptance. 

5. The conflict rule. If the acceptance of the decision is crit- 
ical, and an autocratic decision is not certain to be accepted, and 
subordinates are likely to be in conflict or disagreement over the 
appropriate solution, AI, AII, and CI are eliminated from the feasible 
set. The method used in solving the problem should enable those in 
disagreement to resolve their differences with full knowledge of the 
problem. Accordingly, under these conditions, AI, AII, and CI, which 
involve no opportunity for those in conflict to resolve their differ- 
ences, are eliminated from the feasible set. Their use runs the risk of 
leaving some of the subordinates with less than the necessary com- 
mitment to the final decision. 

6. The fairness rule. If the quality of the decision is unimpor- 
tant, but acceptance is critical and not certain to result from an 
autocratic decision, AI, AlII, CI, and CII are eliminated from the 
feasible set. The method used should maximize the probability of 
acceptance, as this is the only relevant consideration in determining 
the effectiveness of the decision. Under these circumstances AI, AII, 
CI, and CII, which generate less acceptance or commitment than GII, 

“are eliminated from the feasible set. To use them is to run the risk of 
getting less than the required acceptance of the decision. 

7. The acceptance priority rule. If acceptance is critical, but 
not assured by an autocratic decision, and if subordinates can be 
trusted, AI, AII, CI and CII are eliminated from the feasible set. 
Methods which provide equal partnership in the decision-making 
process can provide greater acceptance without risking decision 
quality. Use of any methods other than GII results in an unnecessary 
risk that the decision will not be fully accepted or receive the 
necessary commitment on the part of subordinates. 

By means of these sets of rules and his decision tree, Vroom has 
provided a logical and clear basis for diagnosing task situations. 
However, a critical reseach question that has not yet been satisfac- 
torily resolved is whether or not leaders do in fact have the flexibil- 
ity to vary their behavior across the feasible set of alternatives. 
Vroom cites two kinds of evidence: (1) what 500 managers from 11 
different countries said they did (that is, self-reports) in response to 
a recent decision-making situation; and (2) what managers say they 
would do on standardized problems developed by Vroom (1976) for 
training purposes. Based on these kinds of data, Vroom finds that 
managers claim to be highly flexible and to vary their style accord- 
ing to the circumstances. The difference between managers in the 
degree to which they used certain decision types more than others 
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was less than the variation within a given manager across problem 
types. As Vroom himself notes, however, these data are based on 
what people say they will do in leadership situations not on actually 
observed behavior, so the question of actual flexibility in real deci- 
sion situations remains unanswered. 

Vroom’s training program asks groups of managers to work 
through a set of standardized problems and to select their own 
decision alternatives. These are fed into computers so that each 
trainee can obtain fairly rapid feedback on (a) the correct solution via 
the theory; (b) the pattern of solutions selected by other trainees; and 
(c) an analysis of the trainee’s own pattern of answers that reveals 
characteristic biases and decision rule violations. These feedback 
sheets then are discussed in groups that have been working together 
on cases and have built up a joint understanding of the theory and of 
each other’s observed leader behavior. The discussion in the small 
groups is crucial for correcting the biases people have about their 
own. behavior. 

Vroor’s and Fiedler’s models are, at the present time, the most 
thoroughly worked out programs of leadership training. How do they 
compare? We do not yet have much comparative research evidence 
but some obvious conceptual differences can be identified. Fiedler’s 
model has been built on a broad range of leadership situations in 
which a hard criterion of group effectiveness was invoked. While 
Vroom’s earlier research focused on similar kinds of situations, his 
present model is limited to managers in organizations describing 
their own behavior in the context of specific decision problems. 
Fiedler’s research base of leader behavior is, therefore, much broader 
and his results are potentially more widely applicable, but, as we 
have noted, the concepts are also more general and vague, especially 
in the criteria for judging situations. Vroom, by contrast, is highly 
specific in his criteria and described leader behavior and offers a 
much broader range of specific behavioral options to the leader. 
Fiedler, as we have already stated, focuses on a basic leader orienta- 
tion—task versus relationship orientation (Box A), while Vroom 
focuses on the specific requirements for leader behavior demanded 
by a particular task (Box C).2 One would guess that Fiedler’s self- 
analysis training program is not as powerful as Vroom’s, which is 
based on small-group work and specific feedback to trainees on their 
diagnostic abilities. On the other hand, Vroom’s tendency to treat 
decisions as discrete may not match many situational realities which 
require the leader to display a certain style or set a tone which is not 
reducible to specific discrete decision alternatives. 


2 Vroom and Yetton (1973) report that the correlation between LPC and their 
measure of participativeness is nonsignificant and near zero. 


FOCUS ON THE SUBORDINATES: HERSEY 
AND BLANCHARD’S SITUATIONAL 
LEADERSHIP THEORY 


Another major leadership research program marks its beginning in 
the 1940s at Ohio State University, where researchers sought to 
define precisely what kind of behavior is actually exhibited by lead- 
ers (Hemphill. 1950; Stogdill & Coons, 1957). Thousands of behav- 
ioral descriptions were eventually reduced to two independent 
dimensions called initiating structure (essentially a task orientation) 
and consideration (essentially a relationship orientation). Leaders 
high in initiating structure would assign tasks to group members, 
emphasize the meeting of deadlines, expect workers to follow rou- 
tines closely, stress being ahead of the competition, let group mem- 
bers know what was expected of them, and the like. Leaders high in 
consideration, by contrast, would find time to listen to group mem- 
bers, be friendly and approachable, help subordinates with personal 
problems, stand up for subordinates, and the like. 

This dimension is similar to Fiedler’s high and low LPC, and to 
the Michigan distinction between production-centered and em- 
ployee-centered managerial behavior (Katz, Maccoby & Morse, 1950). 
It should be noted, however, that both Fiedler’s and the Michigan 
dimension are single dimensions with task and employee orientation 
as opposite ends of a single continuum. The Ohio State studies 
deliberately built the scales to be independent of each other on the 
theoretical assumption that a leader could be high’ or low on both 
dimensions. Furthermore, the Ohio State studies focused heavily on 
leader behavior (Box H) rather than internal attitude or orientation 
(Box A). It may turn out that attitudinally one cannot be equally high 
in task and people orientation, but that one can control one’s behav- 
ior to reflect equal attention to both issues.? 

Group dynamics research on the emergence of leadership in 
small groups (Cartwright & Zander, 1960; Bales, 1958) had also 
shown that for groups to work effectively they had to be concerned 
both with task accomplishment and the building and maintaining of 
the group. Bales called these ‘‘task’’ and ‘‘socioemotional’’ dimen- 
sions and found that sometimes different members tended to emerge 
as leaders in each role. Thus it is clearly possible to establish the 
need for both kinds of behavior, but it remains questionable whether 
a single individual can comfortably exhibit both kinds of behavior 
and whether it is possible to be equally concerned about both. 


3 Blake and Mouton in a widely used managerial training program called The 
Managerial Grid (1964) argue for these same two dimensions and assert that the 
ideal position is to be both production and people centered, but they do not 
provide clear evidence of whether or not this is psychologically possible. 


123 


124 Organizational Psychology 


Hersey and Blanchard (1977) start their analysis by rejecting the 
idea that there is one ideal managerial style, because all of the 
research on these various dimensions shows that productive and 
satisfied groups can be found under virtually any kind of leadership 
behavior (Fleishman, 1973: Larson, Hunt, & Osborn, 1975). Their 


basic proposition is: 


The more managers adapt their style of leader behavior to meet the 
particular situation and the needs of their followers, the more effective 
they will be in reaching personal and organizational goals. (p. 101) 


Hersey and Blanchard’s focus on subordinate needs (Box B) 
contrasts sharply with Fiedler’s assertion that leaders must locate 
situations that fit their own style, and Vroom’s assertion that leaders- 
must adapt their style to the nature of the task. 

Hersey and Blanchard define four basic leadership styles as 
shown in Figure 8.2 and give them the shorthand labels of telling 


HIGH 


Selling 


High task 
High relationship 


Low task 
High relationship 


Telling 


High task 
Low relationship 


Delegating 
Low task 
Low relationship 


LOW 


Initiating Structure 


Fig. 8.2 Basic leadership behavior styles. 


(high-task and low-relationship behavior), selling (high-task and 
high-relationship behavior), participating (low-task and high-rela- 
tionship behavior), and delegating (low-task and low-relationship 
behavior). Effective leadership behavior is defined as behavior which 
is appropriate to a given situation within the larger environment. So 
far Hersey and Blanchard do not differ appreciably from the other 
contingency theorists. Now, however, they introduce another vari- 
able, a key dimension of the environment—the maturity of the subor- 
dinates, or their readiness to tackle the task facing the group. 
Maturity, defined only in reference to a specific task confronting a 
group, is: 


ve the capacity to set high but attainable goals (achievement 
motivation), willingness and ability to take responsibility, and educa- 
tion and/or experience of an individual or a group. (p. 161) 
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It should be noted that this definition of subordinate char- 
acteristics emphasizes both motivation and competence, and refers 
both to job maturity—the ability and technical knowledge to do the 
job—and to psychological maturity—the feeling of self-confidence 
and self-respect that makes high goal setting and the assumption of 
responsibility possible. The basic theory can now be stated as fol- 
lows: 


1. If maturity is low, the leader should be high in task and low in 
relationship behavior to help the group to achieve some success and 
begin to learn. 

2. As the level of maturity of followers increases, the leader should begin 
to reduce task behavior and increase relationship behavior to help the 
group grow in its own competence. 

3. As the level of maturity continues to increase the leader should begin to 
reduce both task and relationship behavior, because the group is devel- 
oping self-confidence and the ability to work on its own. 

4. As the group achieves maturity the leader can continue to reduce both 
task and relationship behavior, and essentially delegate tasks to the 
group and expect them to be accomplished. 


This sequence is illustrated in Figure 8.3. As maturity increases 
from right to left the appropriate leader behavior moves along the 
bell-shaped curve through the quadrants shown. The emphasis on 
the growth of maturity in subordinates, which should ultimately lead 
to minimal task and relationship behavior on the part of the leader, 
makes this theory quite different from most others that either ignore 
talent and ability altogether (for example, Fiedler) or assume it to be 
a static property. Hersey and Blanchard’s developmental sequence 
argues that appropriate leader behavior is not only a function of 
subordinate characteristics in general, but also a specific function of 
the stage of the group’s development. If the leader wants to develop 
maturity among subordinates, the model suggests reducing task be- 
havior by delegating more to subordinates but being ready to in- 


Low task High task 


High relationship High relationship 


Low task High task 
Low relationship Low relationship 


Mature <—— > | mature 
Fig. 8.3. What a leader's behavior should be in terms of degree of subordinate maturity. 
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crease relationship behavior as a positive reinforcer of the group’s 
mame to help train leaders, Hersey and Blanchard designed a 
questionnaire (LEAD) which involves 12 situations depicting differ- 
ent levels of subordinate maturity. For each situation the respondent 
is to pick one of four responses, reflecting the four basic behavior 
types. As in the Fiedler program there is self-scoring and analysis, 
but the group training program is not as computerized or structured 
as the Vroom program. a 

The strengths of this theory are conceptual rather than empiri- 
cal. The model is intended to reflect what previous research has 
shown about leadership, but little independent research has as yet 
been done on the model itself. The analysis of subordinate skill and 
self-confidence levels is an important addition to leadership theory 
inasmuch as other theories tend to pay only lip service to this 
variable. The theory also has a dynamic, developmental aspect lack- 
ing in other models. 

On the other hand, the four behavior styles of the leader— 
telling, selling, participating, and delegating—are somewhat over- 
simplified and not much attention is given to the problem of behav- 
ioral flexibility. Can managers vary their behavior as the theory 
prescribes? It will be important to see whether the use of the LEAD 
questionnaire will increase our understanding of the leader-follower 
relationships, and whether future research on the model will bear 
out its basic propositions. 

A crucial weakness in the theory is that there is as yet no 
systematic measurement or diagnostic device developed to measure 
actual follower ‘‘maturity.”” Given the central importance of that 
concept in the model, one would have thought that its proponents 
would have developed and validated an instrument to help measure 
this variable. There is no lack of evidence that subordinate char- 
acteristics can and do influence leader behavior (Farris, 1969; Lowin 
& Craig, 1968), but we still lack a clearly defined and measurable set 
of variables to systematically analyze those subordinate characteris- 
tics (Box B). 


FOCUS ON LEADER BEHAVIOR: 
ARGYRIS’S MODEL | AND MODEL II 


Argyris has always been concerned with improving the level of 
psychological functioning in organizations on the assumption that if 
both managers and subordinates could act in a more psychologically 
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mature fashion, the organization as well as the people within it 
would benefit. In his early research, Argyris (1957, 1964) found 
evidence that the values by which most organizations operated (py- 
ramida! values) tended either to assume or to produce a level of 
psychological immaturity in employees by treating them as depend- 
ent ard irresponsible. Argyris believes that leaders tend knowingly 
or unwittingly to reinforce such values and assumptions, which 
makes it hard for either the leader or the organization as a whole to 
develop greater psychological maturity. 

Argyris" notes that most managers and leaders whom he has 
observed operate from two different ‘theories’: (a) an espoused the- 
ory, consisting of the goals, assumptions, and values that the person 
says guide his or her behavior; and (b) a theory-in-use, consisting of 
the implicit assumptions that actually guide overt behavior (Argyris 
& Schon, 1974; Argyris, 1976). Espoused theories vary widely from 
autocratic to participative, but when leaders are actually observed in 
groups, it turns out that their theories-in-use almost uniformly reflect 
what Argyris has called Model I. This model of behavior is built on 
four basic assumptions, what he terms “governing variables”: (1) that 
one must achieve one’s own goals as one sees them; (2) that one 
must win rather than lose; (3) that one must minimize eliciting 
negative feelings in relationships; and (4) that one must be rational 
and minimize any emotionality. 

These governing variables, Argyris claims, lead to behavior 
which is controlling of others, which maximizes one’s own safety, 
and which leads to minimal confrontation of any emotionally 
charged issues. If one is confronted by others, it leads io defensive- 
ness. The net result is what he calls a ‘‘self-sealing” process, or 
single-loop learning in which one sets up the situation to confirm 
one’s own premises, but never learns whether or not those premises 
themselves are valid. If one starts with the assumption that confront- 
ing people is bad because it will elicit defensive emotional behavior, 
one will most likely confirm this expectation and learn how to be 
less confrontive, rather than learning how to deal with one’s own 
and others’ defensiveness. In the end, the basic assumptions upon 
which the model is based will never be tested publicly, thus prevent- 
ing the leader from learning potentially more effective behavior. 

Argyris and Schon have studied leaders’ ‘‘espoused’”’ and “‘in 
use” theories through analysis of tape-recorded scenarios in which 
both overt verbal behavior and the private thoughts which accom- 
pany the overt behavior are elicited and categorized. The striking 
thing in these protocols is the degree to which the overt behavior is 
not only nonconfrontive but also in direct contrast to the person’s 
inner feelings. Since subordinates can often sense the incongruity 
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but are playing by the same rules, real feelings are rarely confronted, 
forcing both leaders and subordinates to engage in guessing at the 
others’ feelings and then manipulating the situation to accomplish 
their intentions. 

It is this circular process which accounts for the frequent re- 
ports that leaders can go to training programs and learn new meth- 
ods such as how to be more participative, yet find that their 
subordinates do not respond to their new approaches. The fact is 
that the leader may have changed only his or her espoused theory, 
not the actual, contextual behavior. If this finding is generally cor- 
rect, and if Model I behavior is on the autocratic end of the leader- 
ship behavior scale, Argyris is, in effect, saying that leaders are 
culturally unable to behave participatively in any real sense of this 
term, even if they believe in and espouse participation as their 
preferred style. Participation requires a degree of openness to one’s 
own and others’ feelings, and it is precisely such openness which is 
difficult for leaders in organizational contexts to achieve. 

Argyris proposes that organizations would be better off if lead- 
ers could learn how to behave according to Model Il, which is 
governed by a different set of premises: (1) that action should be 
‘based on valid information; (2) that action should be based on free 
and informed choice; and (3) that action should be based on internal 
Commitment to the choice and constant monitoring of efforts to 
implement one’s choices. Here, the theory builds on the basic ‘‘learn- 
ing how to learn” assumptions which underlie such group dynamics 
training as is exemplified in encounter groups, sensitivity training 
groups, and the like (Bradford, Gibb, & Benne, 1964; Schein & Ben- 
nis, 1965). 

The training program Argyris proposes to help people reach 
Model II behavior is a direct.extension of the kinds of mutual 
exploration and feedback common to sensitivity training groups. 
Trainees (administrators, company presidents, managers, and so on) 
must first discuss artificial scenarios from the point of view of what 
they would do and what their inner feelings are in order to learn 
how their own Model I assumptions enter into their thinking. Such 
training occurs in groups and is aided by professional staff members 
who help trainees become aware of the pervasiveness of Model | 
assumptions. Trainees are then invited to invent new solutions to the 
scenarios and to become consultants to each other on their progress 
in applying the collaborative, confrontive, open assumptions of 
Model II. 

During this gradual learning process of several days, trainees 
begin to consider how best to experiment with the new assumptions 
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in their real settings. The anticipation of negative responses from 
subordinates often rekindles the anxieties common to Model I think- 
ing, namely, that being more confrontive will just produce more 
defensiveness. It is then necessary to combat this potential setback 
by working through these anxieties and developing a more experi- 
mental attitude toward one’s own behavior. Group support is crucial 
at this stage because group members at least share the new set of 
assumptions and have learned how to be more open and confrontive 
with each other. Because this method permits leaders to get at their 
basic assumptions and to change them if needed, Argyris and Schon 
have termed it ‘‘double-loop learning.” 

The concept of double-loop learning is not new. It is derived 
from Bateson’s (1972) concept of ‘‘deutero-learning,” first used in the 
analysis of the double binds schizophrenics perceive as a result of 
conflicting parental messages, for example, “I love you, but because 
you have been bad I must punish you.” The double bind is that if 
the child confronts the parent with the incorsistency by complain- 
ing, the parent can accuse the child of being bad, thus leading to 
another cycle of punishment and professed love. An organizational 
counterpart might be, “I like you and accept you, but I can’t get 
closer to you because you trigger some negative feelings in me. 
However, I can’t tell you what those negative feelings are because 
that would hurt you and I am trying to avoid hurting you because I 
like you.” Learning how to learn means the establishment of a 
relationship that permits more openness, the sharing of feelings, 
perceptions, and assumptions,.and the development of subsequent 
actions based on more accurate and valid information. 

Most consultants who work from behavioral science principles 
accept this model as fundamental and attempt to change their 
clients’ basic assumptions through various kinds of diagnostic 
and intervention activities (Beckhard, 1969; Schein, 1969; Blake & 
Mouton, 1976; Bennis, 1966, 1976; Dyer, 1972). Argyris and Schon 
admit that the model may be somewhat utopian and will require 
great effort on the part of leaders, but they argue it is a necessary 
step if human potentials are to be fully utilized in organizations. 

If we compare the Argyris model of leader behavior with those 
of Fiedler, Vroom, ahd Hersey and Blanchard, we see that the other 
three models are much more static in their orientation and assume 
that leadership behavior can be improved simply by properly diag- 
nosing one’s own style and the characteristics of one’s task and 
subordinates. If Argyris is correct, these models will not really 
change behavior, only the espoused theories of the leader. To really 
change leader behavior requires getting at the underlying assump- 
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tions and emotions that support such behavior, and this requires a 
much more intensive process of the sort Argyris describes. 

In effect, Argyris is attempting to change some of the cultural 
values from which assumptions about competition, rationality, and 
nonconfrontation of negative emotions are ultimately derived. He is 
asserting that unless such basic cultural values change, organizations 
will continue to be only marginally effective, and, worse, will be 
incapable of learning how to become fundamentally more effective. 
The validity of these assertions has not been demonstrated by any 
broad-scale research program, although individual cases of success- 
ful organizational change have apparently hinged on the key leaders 
moving from Model I to Model II assumptions (Argyris & Schon, 
1978). 

Argyris and Schon also come to grips with specific, real 
changes that must be made in becoming a more participative leader. 
Vroom, Hersey and Blanchard, Blake and Mouton, and others seem 
to assume that if one can convince leaders or managers to be more 
participative and show them how, it will automatically happen. The 
analysis of Model I and Model II behavior highlights the strong 
emotional bases of theories-in-use and alerts us to the real difficulties 
which may be involved in asking a manager to change his or her 
style. The implication of this line of thinking may well be that the 
development of interpersonal competence and the ability to behave 
in terms of Model II assumptions is a kind of precondition for the 
flexibility demanded by contingency theories. If Argyris is right that 
Model I assumptions dominate most leaders’ thinking, then their 
ability to behave in a contingent way is limited even if they reach a 
correct diagnosis of the situation. 

On the other hand, Argyris’ initial assertion that virtually every- 
one operates according to Model I is poorly documented. Consider- 
ing the critical nature of this assertion in the theory, more research 
should be done to test whether it is indeed true, and if so, why. 
Also, Argyris does not seem to allow for the possibility that Model I 
behavior may be valid and effective in some situations. 


SUMMARY ISSUE 1: TASK VERSUS PEOPLE 
ORIENTATION 


Virtually every major research program on leadership, including the 
above four, has recognized the distinction between task and people 
orientation. 
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RESEARCH GROUP TASK PEOPLE 
SS 
Ohio State Initiating structure Consideration 
Hersey and Blanchard Task behavior Relationship behavior 
Michigan (Likert) Production centered Employee centered 
Fiedler Low LPC (Task) High LPC (Relationship) 
Blake and Mouton Concern for production Concern for people 
Bales Task leader Socioemotional leader 
Benne and Sheats (1948) Task functions Group building and 

maintenance __ func- 
tions 


Researchers continue to differ in two crucial and as yet unre- 
solved ways, however: (1) whether task concern and people concern 
are two ends of a single continuum or two independent dimensions 
such that one could be high or low on both; and (2) whether the 
dimensions refers to inner attitudes and values or only to overt 
behavior. My own clinical observations of many leaders and mana- 
gers leads me to the following general hypothesis about this issue: 

The higher the level in the organization, the more important it 
is to be oriented attitudinally toward people and to be interper- 
sonally competent, and the less important it is to be oriented to task 
problems and to be task competent, provided task orientation anc 
competence remain at some reasonably high level. 

Lower level leaders and managers have to be task oriented an 
technically competent but can get by with a minimal amount o 
interpersonal competence. For middle-level managerial jobs, techni 
cal competence and task orientation are still important but peopl 
orientation and competence becomes more so. At higher genera 
management levels people orientation becomes crucial but task ori 
entation must remain high. One of the problems in locating effectiv 
general managers may be that this ability to be both task and peopl 
oriented cannot easily be trained, and that it exists in only a limite: 
number of people. 

The above assertions are partially supported by the way il 
which managers who are climbing the organizational ladder tall 
about their own learning process (Schein, 1978). In the MIT pane 
study, those alumni who were clearly motivated toward becomin, 
general managers described their own development at the 10 to 1: 
year mark in their careers in terms of their own “discovery” tha 
they had three kinds of relevant competence: 


1. analytical competence—the ability to identify, analyze, and solve prob- 
lems (task competence) 

2. interpersonal competence—the ability to work under, with, and through 
other people and in groups 
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3. emotional competence—the ability to make tough decisions either in 
the task or interpersonal area 


Only if all three abilities were present did the panelists feel 
confident they could continue to aspire to higher level managerial 
jobs. In other words, the degree to which the leader needs to be task 
or people oriented and competent may depend very much on the 
particular job and the organizational level being considered. 


SUMMARY ISSUE 2: AUTOCRACY, 
CONSULTATION, PARTICIPATION, 
OR DELEGATION 


Virtually every major researcher or theorist including the four we 
have studied has wrestled with the question of how much a leader 
should share power with subordinates in decision making. The fol- 
lowing tabulation shows the various degrees along this dimension 
and the labels selected theorists have given them. 


RESEARCH GROUP PARTICIPATION LEVEL 
sens i itr ec 
Lewin et al. Autocratic Democratic Laissez-Faire 
Harbison and Myers Autocratic Paternalistic | Consultative Participative 
Bass (1965) Directing Manipulating Consulting Participating Delegating 
Likert (1967) System 1 System 2 System 3 System 4 
Tannenbaum and Leader control - Shared control Group control 
Schmidt 
Hersey and Blanchard _ Telling Selling Participating Delegating 
Vroom Leader decides Consults Shares Delegates 
Argyris and Schon Model Model 2 


Researchers and theoreticians continue to differ sharply, 
however, in what they advocate as the ‘‘correct’”’ leadership style, 
and current theories are almost all moving toward contingency mod- 
els, which in effect say that it depends upon the task, the nature of 
the subordinates, and other historical or environmental factors. One 
clear conclusion can be stated: 

There is no consistent evidence that any given position on this 
dimension of leadership style is the best one. 

The debate about whether it is better to be autocratic or par- 
ticipative is fruitless unless one specifies the nature of the task, 
subordinates, and surrounding conditions. 

On this dimension as on the previous one, it is also not clear 
whether we have an attitudinal property, which would suggest that 
any given person is inherently more or less ‘“‘participative,” or 
whether we have a purely behavioral dimension, which would sug- 


133 Theories of Leadership and Participation 


gest that any given person can vary his or her behavior from auto- 
cratic to delegative. Argyris has clearly pointed out that congruence 
between underlying attitude and overt behavior is itself an issue. If a 
basically autocratic person learns how to behave participatively (but 
without changing underlying attitudes) will subordinates respond 
positively to such behavior or will they sense the incongruence and 
react even more negatively than they might to the ‘‘honest’’ autocrat? 
If flexibility of response is important to a leader, it clearly argues for 
a realistic approach to the learning of such flexibility. 


LEADERSHIP AS A DISTRIBUTED SET 
OF FUNCTIONS 


No one theory has made this point its central focus, but many 
observers have been struck by the fact that leadership behavior can 
fulfill a wide range of different functions for the group or organiza- 
tion. Thus, it may be more productive to focus on the functions 
rather than on a given individual who is defined as a ‘‘leader.”” Such 
functions may include stating basic values, setting and announcing 
goals, organizing resources (human and nonhuman), planning, sup- 
plying information, monitoring, giving feedback on progress, sup- 
porting, clarifying, summarizing, testing consensus, deciding, 
rewarding and punishing, and so on. 

Once we identify such a broad range of functions, it becomes 
clear that any member of a given group can perform them and that 
there is no necessary connection between the functions and a given 
appointed or informal leader. In fact, one can think of an effective 
group as one in which the functions are optimally distributed among 
all the members of the group according to who has the particular 
talents needed to perform that function (Benne & Sheats, 1948). 

At the same time, appointed leaders and managers do exist in 
organizations, and we can ask the question whether there are indeed 
some functions which are uniquely associated with leadership roles, 
which only the leader can perform. If we think of leaders as being 
the linking pins between organizational levels, it becomes clear that 
one unique and critical function of leaders becomes the translation 
of directives from higher levels into goals and targets for the next 
lower level. If the leader is at the very top of the organization, his or 
her function is to translate the opportunities, demands, and con- 
straints of the environment into strategies, goals and targets for the 
organization. How the goals are achieved may be highly variable, 
reflecting different styles, tasks, subordinate characteristics, and so 
on, but the leader remains primarily accountable for ultimate goal 
selection and achievement. 
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If the leader is accountable for goal achievement, then monitor- 
ing progress toward the goal becomes a second unique function of 
the leader. Monitoring progress will reveal what is needed to accom- 
plish the task, thus creating as a third key leadership function the 
supplying of whatever functions are missing if goals are to be 
achieved. 

One cannot predict a priori what missing functions will arise. 
The group might need key items of information, or it might need 
clarification of its goals. Perhaps members need feedback on how 
they are doing or need to be motivated through rewards, threats, or 
punishments. Whatever is observed to be missing, it is the leader’s 
role to ensure its accomplishment, even if this requires personal 
intervention. In order to supply missing functions, the leader must 
be very skilled at observing group problem-solving processes and 
intervening in such processes effectively (Schein, 1969). 

So far we have talked about goal accomplishment. Another 
critical function in all organizations is the growth and maintenance 
of interpersonal relationships within the group. In this area also the 
appointed leader must ensure group development and maintenance, 
monitor progress, and supply missing functions such as encourag- 
ing, supporting, training and developing people, resolving conflict, 
going to bat for the group, and so on. The issue is not whether to be 
task oriented or relationship oriented, so much as to ensure that the 
missing functions are fulfilled in both areas. 

For example, if the task is challenging and complex, subordi- 
nates can get satisfaction from the task itself and do not need a 
considerate, relationship-oriented leader. In fact, such a group 
thrives under a leader who is task oriented and facilitates task per- 
formance. On the other hand, if the task is dull or frustrating, 
subordinates will need a relationship-oriented, considerate leader to 
help them to deal with the frustration of the task (House, 1971). 
Similarly, Katz (1977) has shown that if a group is experiencing 
conflict around task issues, it pefers a task-oriented leader; if it is 
experiencing interpersonal conflict, it prefers a relationship-oriented 
leader. Yet even under conditions of interpersonal conflict, a task- 
oriented leader often proved more successful, which suggests that 
what a conflict-ridden group may need most is to be able to focus on 
a task and have some task success. 

In summary, one could argue that leadership functions can be 
widely distributed among members but that the leader’s critical 
functions are (1) to determine, articulate, or transmit the basic goals 
or tasks to be accomplished; (2) to monitor progress toward task or 
goal accomplishment: (3) to ensure that the group of subordinates is 
built and maintained for effective task performance: and (4) to sup- 
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ply whatever is needed or missing for task accomplishment and 
group maintenance. 

Nothing is implied in this formulation about how the leader 
should go about performing these functions, how autocratic or par- 
ticipative the leader ought to be. All that is implied is that it is 
inherent in the concept of leadership that the leader is accountable 
ultimately for the fulfillment of these particular functions. 


DECISION AREAS: THE WORK ITSELF, 
THE INTERACTION CONTEXT, 
AND/OR ORGANIZATIONAL POLICIES 


If leadership orientation (task versus relationship) and leadership 
style (autocratic, participative, delegative) are both contingent on the 
type of task or decision area which is involved, we need a dimension 
along which to classify decision types. One basis for such a dimen- 
sion is the classification proposed by students of job satisfaction— 
whether the decision is immediately work related, whether the deci- 
sion involves the interaction context in which the work is being 
done (which might also include the means to be used in accomplish- 
ing the job), or whether the decision involves organizational pol- 
icies, ranging from basic decisions about organizational mission and 
design to policies about the role of employees in the governance of 
the organization—that is, personnel policies, pay, benefits, promo- 
tions, career development, and so on (Katz & Van Maanen, 1977). 
This.dimension is by no means the only one that can be used to 
analyze decision types. Vroom’s criteria include (1) who has what 
information, (2) how critical is implementation, and (3) how likely 
are subordinates to share organizational goals and, therefore, to be 
motivated to implement the decision. Fiedler and others use the 
criterion of how structured the decision is. Hersey and Blanchard 
use the criterion of how capable the subordinates are in solving the 
problem and’ how motivated they are to solve it. All of these are 
relevant, but they need to be supplemented by the more fundamental 
dimension being suggested here—degree of job/work relatedness. 
Figure 8.4 shows this decision dimension in relation to degrees 
of participativeness as defined in the previous section. The purpose 
of this grid is to aid the leader or manager in diagnosing the various 
decisions required during the normal course of operations and in 
deciding how much involvement on the part of subordinates is 
appropriate for that decision area. Additional criteria, such as how 
structured the decision is and who possesses how much information, 


can be applied subsequently. 


AREAS OF PARTICIPATION DEGREE OF PARTICIPATION 
Organization/Leader Control Shared Control Employee Control 


Autocratic Paternalistic Consultative Participative Delegative 


I, Organizational Policies 
Basic mission of organization 
Strategic goals of organization 
Organization structure 
Distribution of ownership and profits 
‘Pay, benefits 
Career development 
Rights, obligations, due process 


Industrial Democracy 
Co-determination Issues 


Il. Context of Work 
Physical environment 
Social environment 


Quality of Work Life Issues 


III. The Work Itself 

Production goals 

Quality requirements 

How the work is done: 
Division of tasks 
Timing and pacing 
Equipment and layout 
Quality inspection 
Working hours 


Job Redesign 
Shop Floor Democracy Issues 


Fig. 8.4 The dimension of job relevance as it relates to degree of participation. 


For example, decisions in the upper left-hand quadrant typ- 
ically tend to be made autocratically because (1) owners and senior 
managers of organizations usually have the right and obligation to 
define the mission and goals of the enterprise and how the work 
should basically be organized, and (2) the owners and senior manag- 
ers tend to have the most relevant information and expertise on such 
problems. On the other hand, many of the decision problems in this 
policy area tend to be more or less unstructured and one may run 
into major implementation problems, suggesting a more participative 
approach. Historically, of course, organizational practices have some- 
times been so exploitative of employees that unions and prolabor 
legislation was required to restrict the owners’ license to do as they 
pleased. Thus where strong unions exist, many of the employee 
relations policies must now be jointly negotiated rather than uni- 
laterally decided by the leadership of the organization. 

Furthermore, in an increasing number of countries the basic 
mission of the organization is itself being redefined to include the 
welfare of employees, and legislation has been passed to ensure that 
many categories of policy decisions are ‘“‘codetermined”’ by workers 
and managers/owners. An extreme form of such a policy has been 
adopted in Sweden, where every managerial policy decision must 
now be put before workers’ councils before it can be implemented. 

Worker representatives on boards of directors and governments 
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dominated by labor parties doing centralized planning are an even 
more extreme form of such forced participation, resulting, in some 
cases, in complete control of policy by the workers through their 
elected or appointed representatives. In other words, in the final 
analysis the degree to which organizational policies are handled 
participatively depends largely on the economic and political system 
within which the organization exists and what its basic mission is 
defined to be. When one encounters terms like industrial democracy 
or codetermination it is this area of participation that is usually 
involved. 

The middle of the figure shows that set of decision areas which 
have to do with the physical layout of the work and such environ- 
mental conditions as noise, light, quality of the equipment, and 
safety conditions. The context of the work also includes social fac- 
tors such as the predominant kind of co-worker relationships, the 
“climate” of the organization, the degree to whicn the work facili- 
tates or undermines desired social contacts, and so on. Much of the 
debate about the ‘quality of work life’ has to do with this decision 
area, and much of the tension about participation has to do with 
assumptions about who has the right and obligation to define how 
these areas are structured—the industrial engineering expert, the 
finance manager, or the employee who has to live and work in the 
environment. 

The Hawthorne studies, the coal mining studies, and many 
others since then have reinforced the insight that basic production 
levels and the quality of production will be affected by how people 
fee] about their environment, yet organizations have a hard time 
legitimizing a higher degree of participation in the design of such 
environments. For example, many organizations do not permit em- 
ployees (even high-level managers) to decorate their immediate work 
area with personal effects or art of their own choice. Yet here is an 
area that clearly could be virtually abdicated by the leader with 
potentially ‘no ill effects. Safety programs based on employee com- 
mitment clearly work better when employees are involved in the 
design and acceptance of the program rather than having it uni- 
laterally imposed on them. Even the basic layout of a factory can be 
jointly negotiated among industrial engineers, managers, and future 
employees in the facility, since each group has relevant information 
to bring to the design task and a stake in the final decisions. 

The third decisional area is the most sensitive and perhaps the 
most controversial. How-much should employees participate in deci- 
sions about the design of their own work, the setting of work goals, 
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the defining of realistic quality standards, the timing and pacing of 
the work, the division of labor among them, the placement and 
maintenance of their own equipment, and the inspection of their 
own work? Here is an area where the subordinate, after having 
learned the job, typically has. as much or more information about 
how to get it done than the manager/leader, but the leader is often 
not prepared to be more participative, because of suspicions about 
the motivation and commitment of the subordinate. 

Most leadership research, notably the Michigan studies (Likert, 
1967), has clearly shown that in the long run both production and 
morale benefit from ‘less close” supervision, by which is meant that 
the supervisor sets targets and reviews performance against those 
targets, but then allows the employee considerable latitude on how 
he or she actually does the work. The whole philosophy of manage- 
ment by objectives which was first formulated by Drucker (1954), and 
the whole point of McGregor’s Theory Y (1960) was to get managers 
to give more latitude to their subordinates, to delegate more of the 
day-to-day routine, and to measure only final results rather than 
every step of every task. In other words, it may be worthwhile to 
determine work goals and quality standards jointly, but the actual 
means of accomplishing the work can be delegated completely if, in 
Hersey and Blanchard’s sense, employees are “mature” in having 
both the necessary skills and the motivation to perform the work. 

The notion of employee readiness for different areas and levels 
of participation can also be viewed in light of the developmental 
perspective. Not only will employees differ in their basic needs to be 
involved in different decisions, and not only will such needs to be 
involved vary with their skill level and sense of responsibility, but 
the area of involvement that they will care about will vary as a 
function of their job longevity (Katz, 1978). If the employee is in a 
“learner” stage, involvement in job design is not very important, but 
job significance and feedback are important, which argues for in- 
volvement of the employee in when and how to receive feedback 
from boss and peers. During the “responsive” stage when the em- 
ployee is fully involved in work issues, participation in the design of 
work will be of maximum importance. If the employee stays in the 
same job until the “adapted” or “unresponsive” stage is reached, 
involvement in work issues will decline, but involvement and needs 
to participate in contextual and organizational policy issues will 
remain high or even become higher. Thus, the less employees come 
to care about the actual work they do, the more they will come to 
care about the work environment, their pay and benefits, and their 
long-range situation in the organization. 
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CONCLUSION 


We can see that the degree of participation that is appropriate for a 
given decision area at a particular time depends not only upon how 
structured the problem is and who has what information, but also 
upon the socioeconomic and political circumstances which define 
the basic nature of the organization, whether we are talking about 
organizational policies, the work environment, or the work itself, 
and whether the past history of the organization has led to formal 
mechanisms of joint decision making such as unions, worker coun- 
cils, or labor-management committees such as those found in 
Scanlon Plan companies. Thus, while it is important and necessary 
to think through the leadership issue in individual leader terms, it is 
ultimately necessary to answer the question of what kind of leader- 
ship behavior is appropriate in much more general terms, consider- 
ing the decision area and the environmental context as equally 
relevant criteria. What this ultimately highlights is the previous 
conclusions about the motivational complexity of human nature— 
that above all the leader/manager must increase his or her diagnostic 
skills and personal flexibility in order to fulfill whatever leadership 
functions are most needed in any given situation. 


Groups 
In 
Organizations 


Groups within organizations are the subject of much mythology and 
the target for strong feelings. Though the group is a nearly universal 
phenomenon, some managers who have little faith in teamwork and 
committees pride themselves on running an operation in which tasks 
are primarily accomplished by individuals, not by groups. Else- 
where, one finds managers saying with equal.pride that they make 
all their major decisions in groups and rely heavily on teamwork. 
People differ greatly in their stereotypes of what a group is, what a 
group can and cannot do, and how effective a group can be. A 
classic joke told by those who are against the use of groups is that ‘‘a 
camel is a horse put together by a committee.” 

What, then, is the “truth” about groups? Why do they exist? 
What functions do groups fulfill for the organization and for their 
members? How does one judge the goodness or effectiveness of a 
group? What kinds of things can groups do and what can they not 
do? What impact do groups have on their members, on each other, 
and on the organization within which they exist? What are the pros 
and cons of intergroup cooperation and intergroup competition? 
How does one manage and influence groups? These are some of the 
questions we will discuss in the next two chapters. 

Our major reason for devoting a good deal of attention to 
groups is the fact that they do have a major impact on their mem- 
bers, on other groups, and on the host organization. Group formation 
ultimately receives its impetus from the very activity of organizing. 
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As we saw in Chapter 2, an organization divides up its ultimate task 
into subtasks which are assigned to various subunits. These subunits 
in turn may divide the task and pass it down further, until a level is 
reached where several people take a subgoal and divide it among 
themselves as individuals, but no longer create formal units At this 
level of formal organization, we have the basis for group formation 
along functional lines. The sales department or some part thereof 
may come to be a psychological group; the production department 
may be a single group or become a set of groups; and so on. What 
basically breaks an organization down into groups, therefore, is divi- 
sion of labor. The organization itself generates forces toward the 
formation of various smaller functional task groups within itself. 

Recently much attention has been devoted to the deliberate use 
of groups as organizational building blocks (Leavitt, 1975). Instead of 
assigning work to individuals, rewarding or punishing individuals, 
and holding individuals responsible for output, it is possible to 
conceive of organizations in which an entire group is assigned a 
task, made responsible for it, and paid as a group. In some industries 
it has been discovered that both higher productivity and _ better 
quality can be achieved by delegating clusters of tasks to an entire 
work group. Such autonomous work groups are then made respon- 
sible for producing an entire product such as a radio, an engine. or 
some total component of a large machine. Such autonomous work 
groups first made their appearance many years ago in industries 
such as mining, electronics, and aircraft production. Their recent 
rediscovery by the automobile industry has been highly publicized 
in the well-known experiments in the Swedish factories of the Volvo 
company (Lindholm & Norstedt, 1975). 

In earlier chapters, several examples from the Hawthorne stud- 
ies and the Tavistock coal mining studies were cited to show how 
groups affect production methods, output, and quality. These re- 
searches also showed how dependent people are on groups and how 
important groups can become as an outlet for important psychologi- 
cal needs, as anxiety reducers, and as sources of strength in dealing 
with other groups. These findings will be reemphasized in Part IV 
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DEFINITION OF A GROUP 


What is a “‘group’’? How big can a group be? What differentiates a 
group from a crowd? Since we are focusing primarily on psychologi- 
cal problems in organizations, it would appear most appropriate to 
define a group in psychological terms: 


A psychological group is any number of people who (1) interact 
with one another, (2) are psychologically aware of one another, and 
(3) perceive themselves to be a group. 


The size of a group is thus limited by the possibilities of 
mutual interaction and mutual awareness. Mere aggregates of people 
do not fit this definition because they do not interact and do not 
perceive themselves to be a group even if they are aware of each 
other as, for instance, a crowd on a street corner watching some 
event. A total department, a union, or a whole organization would 
not be a group in spite of thinking of themselves as ‘“‘we,”’ because 
they generally do not all interact and are not all aware of each other. 
However, work teams, committees, subparts of departments, cliques, 
and various other informal associations among organizational mem- 
bers would fit this definition of a group. 

Having defined a group, and having indicated that the basic 
force toward group formation arises out of the organizational process 
itself, let us now examine the kinds of groups actually found in 
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TYPES OF GROUPS IN ORGANIZATIONS 


Formal Groups 


Formal groups are those groups which are deliberately created 
by managers in order to fulfill specific tasks clearly related to the 
total organizational mission. Formal groups can be of two types, 
based on their duration: (1) Permanent formal groups are bodies such 
as the top management team, work units in the various departments 
of the organization, staff groups providing specialized services to the 
work organization, permanent committees, and so on. (2) Temporary 
formal groups are committees or task forces created for a particular 
mission. Thus, an organization may create a committee or study 
group to review salary policies, to study the relationship between the 
organization and the community, to come up with proposals for 
improving union-management relations, to think of new products 
and services, and so on. Temporary formal groups may exist for a 
long time. What makes them temporary is that they are defined as 
such by the organization and that the members feel themselves to be 
a part of a group which may at any time go out of existence. 


Informal Groups 


As has already been pointed out, members of organizations are 
formally called upon to provide only certain activities in order to 
fulfill their organizational role. But, because the whole person actu- 
ally reports for work or joins the organization, and because people 
have needs beyond the minimum ones of doing their job, they will 
seek fulfillment of some of these needs through developing a variety 
of relationships with other members of the organization. If the ecol- 
ogy of the work area and the time schedule of the work permit, these 
informal relationships will develop into informal groups. In other 
words, the tendency toward informal groups can almost always be 
assumed to’ exist because we all have needs to relate to other people. 
How this tendency works itself out in the actual creation of groups, 
however, depends very much on the physical location of people, the 
nature of their work, their time schedules, and so on. Informal 
groups, therefore, arise out of the particular combination of “formal” 
factors and human needs. 

Some examples may help to clarify this important point. In the 
bank-wiring room of the Hawthorne studies, the two major informal 
cliques were the “group in the front” and the “group in the back.” 
This pattern arose out of actual job-related interactions as well as 


146 


147 The Structure and Functions of Groups 


slight differences in ‘the work performed in the two parts of the 
room. The men in front considered themselves to be superior be- 
cause they believed they were doing more difficult work, though the 
pay scale did not reflect any distinction. Thus, informal groups tend 
to arise partly out of the formal features of the organization (Homans, 
1950). 

It has also been found in a number of studiés of friendship and 
informal association that these relationships are often based simply 
on the probability of one person’s meeting another in the course of 
daily activities. In a housing project, for example, probability of 
friendship was largely determined by the actual location and direc- 
tion of doorways (Festinger, Schachter, & Back, 1950). 

Striking results illustrative of this same ‘“‘proximity’’ phenome- 
non were observed in a number of R & D laboratories of various 
industrial and private organizations. Allen (1977) found that the 
frequency of communication on technical matters which occurred 
between various engineers and scientists in the laboratory was di- 
rectly related to the physical distance between;the employees’ desks 
or offices. Once this distance exceeded 40 meters, the probability of 
communication between people dropped to near zero. Being across 
the street or down the: hall was hot much different from being in 
another town. | 7 ary 

Since the quality of an engineering department’s technical solu- 
tions depends on the exchange of information among its members, it 
becomes important to design physical facilities in such a way as to 
maximize the probability of interaction by minimizing the physical 
distance between people. Or, if such a physical solution is not 
possible, other compensatory mechanisms must be found to stimu- 
late communication. Allen found that some people in the laboratory 
remained especially well informed and functioned. as ‘technological 
gatekeepers” for others because they were. welJ-connected so- 
ciometrically, thereby helping the laboratory to be more effective. A 
well-informed engineer who was a social isolate could not function 
as a gatekeeper, by definition (Allen, 1977). | 

Informal groups almost always arise if the opportunities exist. 
Often such groups come to serve a “counterorganizational function 
in that they attempt to counteract any coercive tendencies of the 
organization. Such groups can become powerful and even subvert 
the formal goals of the organization. Managers who fear such coun- 
terorganizational groups sometimes attempt to prevent informal 
group formation by designing the work or the physical setting 
within which it is carried out so as to eliminate meaningful interac- 
tion (such as in a noisy assembly line). Or leaders and key members 
may be systematically rotated out of the group to prevent any stable 


148 Organizational Psychology 


group structure from emerging. This technique was well illustrated 
by Chinese Communist procedures of managing military prisoners 
during the Korean war (Schein, 1956, 1962). Anytime a group of 
prisoners would form a coalition, the Chinese would move one or 
more key members to another part of the camp, thus gradually 
inducing a growing feeling of social isolation among the prisoners 
which made escapes or resistance much more difficult. 


Types of Informal Groups 


Informal groups in large organizations can be classified into 
several types, as observed by Dalton (1959) in his classic study of 
industry. The most prevalent have been labeled horizontal cliques, 
by which Dalton means an informal association of workers, manag- 
ers, or organizational members who are more or less of the same 
rank, and work in more or less the same area. The bank-wiring room 
had two such cliques in it. Most organizations that have been stud- 
ied, regardless of their basic function, have an extensive informal 
organization consisting of many such cliques. 

A second type, which Dalton terms a vertical clique, is a group 
composed of members from different levels within a given depart- 
ment. For example, in several organizations that Dalton studied, he 
found groups that consisted of a number of workers, one or two 
foremen, and one or more higher level managers. Some of the mem- 
bers were actually in superior-subordinate relationships to one an- 
other. Vertical cliques apparently come into being because of earlier 
acquaintance of the members or because they need each other to 
accomplish their goals. For example, such groups often serve a key 
communication function both upward and downward. 

A third type of informal group can be called a mixed or random 
clique, comprised of members of different ranks, from different de- 
partments, and from different physical locations. Such cliques may 
arise to serve common interests or to fulfill functional needs the 
formal organization does not meet. For example, the head of man- 
ufacturing may cultivate a relationship with the best worker in the 
maintenance department in order to be able to short-circuit formal 
communication channels when a machine breaks down and he or 
she needs immediate maintenance work. On the college campus we 
have seen the growth of informal groups which consist of students, 
faculty, and high-level administrators to work on problems that the 
formal committee structure cannot handle. Relationships outside the 
organizational context may be another important basis for the forma- 
tion of cliques. For example, a number of members may live in the 
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same part of town, or attend the same church, or belong to the same 
social club. 

In summary, groups of all kinds will always be found in organi- 
zations, some formal ones created by deliberate design to do specific 
jobs, some informal ones created by the needs of people to interact, 
and some which form simply because of the probability of interac- 
tion created by physical proximity, similarity of interests, or other 
fortuitous factors. 


FUNCTIONS FULFILLED BY GROUPS 


One reason why groups are so common is that they fulfill such a 
wide range of functions both for their members and for the larger 
organization. It is useful to distinguish these kinds of functions and 
to remind ourselves that the basis of group formation is typically 
highly complex and “overdetermined”’ in that a given group can 
simultaneously fulfill a variety of formal organizational functions 
and meet a wide variety of members’ personal needs. 


Formal Organizational Functions of Groups 


By formal organizational functions I mean those aspects of 
group activity that coincide with the organization’s basic mission. 
Several such functions can be identified: 

a. The group can be a means of working on a complex, interde- 
pendent task which is too difficult for any one individual to perform 
and which cannot be easily broken down into independent tasks. For 
example, to fly an airplane requires a crew composed of several 
members with specific but highly interdependent functions. 

b. A group can be a means of generating new ideas or creative 
solutions when information is initially highly dispersed among sev- 
eral people and/or when some mutual stimulation is needed among 
members to be fully creative. 

c. A group can serve critical liaison or coordinating functions 
among several departments whose work is to some degree interde- 
pendent. By bringing representatives of the department together into 
a committee, task force, or project team, it is possible to reduce 
communication breakdowns and maintain coordinated effort. 

d. A group can be a problem-solving mechanism if the problem 
requires the processing of complex information, interaction among 
members with different information, and critical assessment of pos- 
sible alternative solutions. Thus project teams, task forces, commit- 
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tees and ad hoc groups are used by organizations to tackle specific 
problems such as long-range planning, design and introduction of 
new products, development of product standards, or other criteria 
which have to be applied widely across the organization. 

e. A group can be used to facilitate the implementation of 
complex decisions. For example, if a company has decided to move 
a factory from one site to another (typically a rather complex task), it 
has been found useful to create an implementation team comprised 
of representatives of all the major groups of workers in a factory to 
work out the logistics of the move. By involving these groups in the 
decision it was found that the move was made more efficiently with 
less time lost, less equipment broken, and fewer complaints from 
people who were displaced. 

f. The group can be used as a vehicle of socialization or train- 
ing. By bringing several people together into a training situation, a 
common message can be imparted and a common group perspective 
developed. As we will see later, there are risks in this strategy 
because the common group perspective eventually expresses itself in 
a counterorganizational form, but those risks have not been sufficient 
to keep organizations from using groups in their educational activi- 
ties (Van Maanen & Schein, 1979). 

The above list is not exhaustive. As a powerful tool in imple- 
menting a wide variety of task-related functions, the group is coming 
into its own in managerial circles. By bringing together the right 
people, at the right time, around the right set of questions, organiza- 
tions have found it possible to greatly improve their overall effective- 
ness. 


Psychological, Individual Functions 
of Groups 


Organizational members bring with them a variety of needs, 
and groups can fulfill many of these needs. We can list the major 
functions fulfilled by groups in the following categories: 

a. Groups are a primary means of fulfilling our affiliation 
needs, that is, our needs for friendship, support, and love. The 
original prototype of such a group, often called a ‘“‘primary group” 
is, of course, the family. In adult life we continue to rely upon the 
family for the gratification of these needs, but we also find that we ~ 
need friendship groups, work groups, and other relationships to 
fulfill our affiliation needs. 

b. Groups are a primary means of developing, enhancing, and 
confirming our sense of identity and maintaining our self-esteem. 
Again, the family is the group in which these basic processes are 
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begun, but various other kinds or formal and informal groups, many 
of them at our place of work, become an important source of deter- 
mining or confirming our concept of who we are, what our status is, 
how valued we are, and, therefore, how high our self-esteem will be. 
Status symbols, uniforms, badges of office, and other similar external 
manifestations derive their importance from the fact that they help 
us to sustain our identity and our self-esteem. 

c. Groups are a primary means of establishing and testing so- 
cial reality. Through discussion with others and the development of 
shared perspectives and consensus, we can reduce uncertainty in our 
social environment. For example, when several workers share their 
insecurity about a hard-driving boss, develop a consensus that he or 
she is a slave driver, and develop strategies for dealing with him or 
her, this process reduces the uncertainty and the attendant anxiety of 
not understanding what is going on. Many group-held beliefs—for 
example, the belief among the Hawthorne plant’s wiremen that if 
they produced more, management would lower the rate for each 
piece produced—may not have any actual foundation in past events, 
but nevertheless function as the current reality. As the famous go- 
ciological dictum put it, “If people define a situation as real, it will 
be real in its consequences.” 

d. Groups are a primary means of reducing insecurity, anxiety, 
and sense of powerlessness. The dictum that there is strength in 
numbers highlights the fact that not only do numbers provide actual 
strength in relation to an adversary, but there is ample evidence that 
just having others on our side makes us feel stronger, less anxious, 
and less insecure in the face of some kind of threat (Asch, 1951; 
Schachter, 1959). For example, it is clear that when workers feel 
insecure and exploited in a work situation they can band together 
into bargaining units or unions and thereby reduce their sense of 
powerlessness. Similarly, when workers informally agree to “restrict 
output” as they did in the bank-wiring room, they felt they were 
offsetting the power of management to control them through the 
incentive system. 

e. Finally, groups can become for their members a problem- 
solving, task-accomplishing mechanism comparable to the formal 
functions identified earlier, but typically concerned with problems of 
self-interest, not those posed by management.. Thus groups can serve 
as a means of gathering information, helping someone who is sick or 
tired, or avoiding boredom by inventing games or even participating 
in counterorganizational activities. Argyris (1964) cites a classic case 
of such worker “creativity.” A group of workers in an electronics 
company resented the fact that their boss would visit various depart- 
ments on a random basis to check on things. They used a large stock 
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of the equipment they were manufacturing to set up a highly effi- 
cient early warning system to help them prepare for the boss’s 
surprise “inspection.”’ The boss never realized that many thousands 
of dollars worth of equipment were tied up in this internal group 
activity designed solely to accomplish a psychological task for the 
group members. 

It is clear from reviewing the above functions why groups are 
so common and so important, even if they do not have formal, 
organizationally designed tasks to perform. Many of our most basic 
psychological needs are met in groups, and since so much of our 
daily adult life is spent in work settings of various kinds, it is not 
surprising that groups would become an integral part of such work 
settings. 


Multiple or Mixed Functions 


One of the most common findings from the research on groups 
in organizations is that most groups turn out to have both formal and 
informal functions; they serve the needs of both the organization and 
the individual members. Psychological groups, therefore, may well 
be the key unit for facilitating the integration of organizational goals 
and personal needs (Leavitt, 1975). 

For example, a formal work crew such as is found in industry 
or in the Army (say, a platoon) often evolves into a psychological 


group that meets a variety of its members’ psychological needs. If 
‘this process occurs, the group often becomes the source of much 


higher levels of loyalty, commitment, and energy in the service of 
organizational goals than would be possible if the members’ psycho- 
logical needs had to be met elsewhere. A key task for research and 
for management practice, then, is the determination of those condi- 
tions that will facilitate the fulfillment of psychological needs in 
formal work groups. 

On the other hand, one of the most interesting and important 
organizational phenomena observed to date is the inverse of the 
development from forma] to informal. In his research Dalton (1959) 
found many groups based on informal characteristics such as com- 
mon background, religion, or membership in community organiza- 
tions. Interestingly, managers used these informal networks as 
formal communication channels to obtain information quickly on 
conditions in various parts of the organization and to communicate 
to line operators what changes in production policy were in the 
offing. The actual mechanism might be the exchange of information 
at lunch, at the local meeting of the Rotary Club, over golf at the 
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country club, or through an informal telephone conversation. Ac- 
cording to Dalton, these contacts not only met many psychological 
needs but were clearly necessary for the maintenance of organiza- 
tional effectiveness. 

In summary, groups are important in organizations because of 
their potential for fulfilling both critical organizational and psycho- 
logical functions. If organizations can be designed so that the psy- 
chological forces in groups work congruently with organizational 
objectives, there is greater potential of maximizing long-range organ- 
izational effectiveness and individual need fulfillment. 

Let us next examine some of the factors that influence group 
formation, group effectiveness, and, most importantly, the degree to 
which integration of personal and organizational goals is possible. 


FACTORS AFFECTING THE INTEGRATION 
OF ORGANIZATIONAL GOALS 
AND PERSONAL NEEDS IN GROUPS 


A variety of factors will determine what kinds of groups will tend to 
exist in an organization and whether such groups will tend to fulfill 
both organizational and personal functions or only one or the other. 
These variables can be divided into three main categories: environ- 
mental factors—the cultural, social, physical, and technological cli- 
mate in which the group exists; membership factors—the types of 
people in the group, categorized in terms of personal background, 
values, relative status, skills, and so on; and dynamic factors—how 
the group is organized, the leadership style(s), the amount of train- 
ing members have received in leadership and membership skills, the 
kinds of tasks given to the group, its prior history of success or 
failure, its level of development, and so on. 


Environmental Factors 


Environmental factors such as the organization of the work, the 
physical location of workers, and the time schedule imposed will 
determine who will interact with whom and, therefore, which people 
are likely to form into groups in the first place. If groups are to be 
encouraged to fulfill organizational tasks, it follows that the work 
environment must permit and even encourage the emergence of 
“logical” groups. This end can be accomplished by actually desig- 
nating certain groups as work teams, or by allowing groups to 
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emerge through facilitating interaction and allowing enough free 
time for it to occur. ; 

In many cases, the nature or location of a job itself requires 
effective group action, as in bomber, tank, or submarine crews, in 
groups who work in isolation for long periods of time—for example, 
a radar or weather station—or in medical teams in a hospital. In 
other cases, even though the technical requirements do not demand 
it, an organization often encourages group formation. For example, 
the Army, rather than replace soldiers one at a time, has begun to 
use four-man groups who go through basic training together as 
combat replacements. In the hote} industry, where it is crucial for 
the top management of a hotel to work well together, one company 
has begun a conscious program of training the top team together 
before they take charge of a hotel in order to ensure good working 
relations. 

The degree to which such logically designed’ groups come to 
serve psychological needs will depend to a large extent on another 
environmental factor—the managerial climate. The managerial cli- 
mate is determined primarily by the prevailing assumptions in the 
organization about employee motivation. If rational-economic as- 
sumptions are favored, it is unlikely that groups will be rationally 
utilized in the first place. According to those assumptions, groups 
should be undermined or destroyed in the interest of maximizing 
individual efficiency. If coordination is required, it is to be supplied 
by the assembly line or some other mechanical means. Consequently, 
a climate based on rational-economi¢ assumptions is most likely to 
produce defensive, antimanagement groups. Such groups will arise 
to give their members the sense of self-esteem and security that the 
formal organization denies them. | 

An organization built on social assumptions will encourage and 
foster the growth of groups, but may err in creating groupings that 
are not logically related to task performance. This kind of organiza- 
tion often adheres to an underlying. philosophy of job design and job 
allocation built on rational-economic assumptions, but then attempts 
to meet people’s affiliative needs by creating various social groups 
that are extrinsic to the immediate work grganization—company 
bowling leagues, baseball teams, picnics, and social activies. Such 
groups do not permit the integration of formal and informal group 
forces, however, because the groups have no intrinsic task function 
in the first place. 

An organization built on self-actualizing assumptions is more 
likely to create a climate conducive to the emergence of psychologi- 
cally meaningful groups because of the organization’s stress on the 
intrinsic meaningfulness of work. However, such organizations—for 
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example, research divisions of industrial concerns or university de- 
partments—often fail to carry these assumptions to their logical con- 
clusion. Typically, so much emphasis is given to providing 
challenge for each individual and so little emphasis is given to 
collective effort, that groups are not likely to be encouraged to 
develop. 

The effective integration of organizational and personal needs 
undoubtedly requires a flexible climate that encourages the adoption 
of group strategies at some times but militates against them in other 
circumstances. Those organizations that have been able to use 
groups effectively tend to be very careful in deciding when to make 
use of a work team or a committee and when to set up conditions 
which promote or discourage group formation. There are no easy 
generalizations in this area, hence a diagnostic approach is the most 
likely to pay off. The type of task involved, the past success of the 
organization with group strategies, the people available, their ability 
to be effective group members, and the kind of group leadership 
available—all should be considered. 


Membership Factors 


Whether a group will work effectively on an organizational task 
and at the same time become psychologically satisfying to its mem- 
bers depends in part on the group’s composition. For any effective 
work to occur, there must be a certain degree of consensus on goals, 
basic values. and on a medium of communication. If personal back- 
grounds, values, or status differentials prevent such consensus or 
communication, the group cannot perform well. It is particularly 
important that relative status be carefully assessed in order to avoid 
the fairly common pitfall of lower status members’ withholding in- 
formation from higher status members because they do not wish to 
expose themselves or to be punished for saying possibly unpleasant 
things, or things they believe others do not wish to hear. 

A typical example is the departmental staff meeting, in which 
the boss asks various subordinates how things are going in their 
units. Often subordinates will respond only with vague statements 
that “everything is all right,” because they know that the boss wants 
and expects things that way and because they do not wish to be 
embarrassed in front of their peers by admitting problems. Conse- 
quently, for problem solving, such a group may not only be ineffec- 
tive but actually counterproductive. 

Another typically difficult group is a committee composed of 
represeritatives of various other departments of the organization. 


156 Organizational Psychology 


Each person is likely to be so concerned about his or her constitu 
ents, wishing to uphold their interests as its representative, that it 
becomes difficult for the members to become identified with the new 
committee. 

A third kind of problem group, illustrating conflict of values, is 
the typical labor-management bargaining committee. Even though 
the group’s mission may be to invent new solutions to chronic 
problems, the labor members typically cannot establish good com- 
munications with the management members because they feel man- 
agement is condescending, devalues them as human beings, and 
basically does not respect them. These attitudes may be communi- 
cated in subtle ways, such as by asking that the meetings be held in 
management’s meeting rooms rather than offering to meet on neutral 
territory or in a place suggested by the labor group. 

For each of the above problems, the only remedy is to provide 
the members with enough common experiences to permit a commu- 
nication system and a climate of trust to emerge. Such shared experi- 
ence can be obtained by holding long meetings away from the place 
of work, thereby encouraging members to get to know each other in 
more informal settings, or by going through some common training 
experience. Experience-based training exercises or workshops serve 
not only to educate people about groups, but also to provide group 
members a common base of experience from which to build better 
working relationships (Dyer, 1977). 

An inadequate distribution of relevant abilities and skills may 
be another important membership problem. For any work group to 
be effective, it must have within it the resources to fulfill its assigned 
task. If the group fails in accomplishing its task because of lack of 
resources and thereby develops a psychological sense of failure, it 
can hardly develop the strength and cohesiveness to serve other 
psychological needs for its members. All of these points indicate that 
just bringing a collection of people into interaction does not ensure a 
good working group. It is important to consider the characteristics of 
the members and to assess the likelihood of their being able to work 
with one another and serve one another’s needs.! 


Dynamic Factors 


By dynamic factors, I mean those events and processes which 
occur during the life of the group itself or which lead up to the 
formation of the group, such as training people to become a group or 


1 I have not reviewed the literature on personality compatibility among group 
members because of lack of clear results from research in this area. 
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inducing certain group feelings. In this category would be variables 
such as group orientation and socialization procedures, the kind of 
group structure that emerges from the actual interactions of the 
members, and the success or failure the group experiences in at- 
tempting to fulfill its formal task (if it is a formal group) and to meet 
the psychological needs of its members. 

Dynamic factors highlight the changing and changeable nature 
of groups. Groups are not static, rigid, or unchangeable. In fact, one 
of the major contributions of the field of group dynamics has been a 
body of knowledge and a related body of skills concerned with 
actually helping groups to change, grow, and become more effective. 
Instead of taking environmental and membership factors as fixed 
determinants of what a group can or cannot do, we have discovered 
that such factors can provide opportunities for group growth and 
can, if properly utilized, be turned into advantages rather than disad- 
vantages. Entire texts have been written on the psychology of groups 
and how to work with them (Miles, 1959; Dyer, 1977; Schein & 
Bennis, 1965; Schein, 1969). We will not be able to review even a 
small portion of the large amount of information available, but per- 
haps the case illustrations cited will draw attention to some of the 
key variables and issues involved. 

THE OIL REFINERY LABOR-MANAGEMENT CONFLICT. A 
large oil refinery was experiencing difficulty in its labor-management 
relations, and was threatened with the possibility that many of its 
employees would join a rather hostile and militant union. Several 
committees had been set up to find new solutions to the many 
problems brought up by the employees, but these committees invar- 
iably broke down in an antagonistic deadlock after a few meetings, 
with both labor and management members feeling that the other side 
was stubborn and recalcitrant. 

Thus far, the story is fairly typical of many labor-management 
conflicts. However, this particular refinery had instituted a training: 
program devoted specifically to helping trainees (1) become more 
familiar with the problems of being an effective group leader and/or 
member, and (2) obtain some insight into their own behavior in 
groups and their impact on other people. The program involved two 
weeks of full-time training in interpersonal relations ard group dy- 
namics, and resulted in considerable attitude change and personal 
insight for the trainees. The plan was eventually to have all members 
of management and the professional staff services attend the two- 
week program. But long before this goal had been accomplished, the 
labor crisis reached new proportions. | 

Senior management at this point decided to try still one more 
set of problem-solving committees, but this time, having gained 


158 Organizational Psychology 


some insight into group functioning, composed them and launched 
them in a very different manner. First of all, only management 
members who had been through the training program and who were 
therefore assumed to be more sensitive to group problems were put 
on the committees. Second, the groups were instructed not to arrive 
at decisions (in previous efforts the drive toward decisions had 
resulted in premature polarization of opinions), but merely to ex- 
plore certain of the issues with the aim of identifying alternatives. 
Third, the management members were carefully instructed to allow 
the initiative for meeting times, locations, and agenda details to 
remain with the labor members. 

From the outset, these committees had a very different kind of 
climate. They were oriented far more toward problem solving than 
toward worrying about which member had how much status. As a 
result, they generated proposals which met the desires of both work- 
ers and managers, and thus led to an overwhelming defeat of the 
militant union’s effort to organize the refinery. Although it is diffi- 
cult in such a case to identify the exact cause-and-effect relation- 
ships, there is little question that the training some members had 
received in how to be an effective group member and the greater 
insight management had as a result of the training in how to com- 
pose and launch groups helped substantially to resolve the conflict. 

A similar example can be found iri the area of higher education. 
As the result of severe riots on its campus in the late 1960s, one 
large university experienced a breakdown of communication be- 
tween faculty, students, and administration. A planning team de- 
cided to hold a three-day conference away from the university for 
key representatives of the trustees, student body, faculty, and admin- 
istration. The conference was designed by a group of invited consul- 
tants who were expert at group dynamics. Small problem- 
identification teams were constructed in such a way that each of the 
key groups would get to know members of the other groups in a 
more personal, informal setting. The output of the small groups was 
thus twofold: At the formal level they generated lists of priority 
problems which were then amalgamated into a master set of pri- 
orities in a plenary session; at the informal level, trust was re- 
established among the various groups within the university, making 
possible further problem-solving activities back on the campus. 

This case illustrates how a combination of dynamic factors such 
as leadership and group development, structural factors about when 
and where the meetings would be held and who would attend, and 
group process skills aided in the problem resolution. In the next 


several sections we will look at examples of each of these dynamic 
areas. 


159 The Structure and Functions of Groups 


LEADERSHIP AND ORGANIZATIONAL FACTORS. Among 
the various dynamic factors that influence group behavior are those 
which derive from the leadership patterns or styles of group leaders 
and from how the group is organized and structured in the first 
place. These various factors are treated together because they are 
usually highly interrelated. There exists a vast research literature 
which has attempted to unravel these complex relationships, but we 
will identify only one or two of the major topic areas and some of 
the most interesting findings in each of them.’ 

Group Traditions versus Leader Style. One of the perennially 
fascinating problems in organizations concerns the question of 
whether group norms and traditions in an established group are 
stronger than the will of a new leader. A common situation in 
organizations involves the promotion or transfer of managers into 
new functions or geographical regions, which necessitates their tak- 
ing over a group with its own history, traditions, and norms of how 
it likes to operate. Should the manager simply adapt to those norms, 
or impose his or her will on the group? 

In a classic experiment reported by Merei (1949), the interplay 
between group traditions and leader strength was studied through an 
ingenious experimental design, using as subjects children 4 to 11 
years old. Merei first observed the children to determine who were 
“natural” leaders and who were followers by observing the relative 
rate of giving versus following orders. ‘‘Follower”’ children were 
then put into groups and allowed to play together until they devel- 
oped lasting habits and traditions (three to six meetings of 30 to 45 
minutes each). 

“Leader” children were selected by nursery school teachers on 
the criteria of being older, more domineering, more likely to be 
imitated by others, more aggressive, and higher in initiative. Twenty- 
six different leader children were then put into each of the twelve 
different groups at different times and under different conditions to 
observe the interplay between leader and group, with the following 
overall results: 


1. In almost every case the group absorbed the leader, forcing its tadi- 
tions upon him or her. Leader undertakings or desires either remained 
unfulfilled or gained acceptance only in a modified form suitable to the 
traditions of the group, in spite of the fact that the leader was older and 
more domineering. 

2. Leaders accepted the traditions of the group but also found ways of 
influencing and changing them. At one extreme, a particularly strong 


2 For examples of reviews the texts by Shaw (1971) and Cartwright and Zander 
(1968) are most useful. 
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group completely assimilated the leader child, who eventually gave up 
his leadership. At the other extreme, one girl leader completely domi- 
nated a group and immediately broke its traditions, but this group had 
been subjected on previous days to three other leader children and thus 
had already weakened traditions. Between these extremes were three 
types of leader behavior characteristic of most leadership styles: 

a. The order givers. These types of leaders started out to give orders 
and boss everybody, were consistently ignored, and found them- 
selves increasingly isolated. When they suddenly changed their 
behavior to adapt to the group traditions, they discovered they 
were able to give orders within those traditions. That is, they took 
over the group by ordering members to do what they would have 
done anyway, thus appropriating the leadership role without, 
however, changing the group traditions. 

b. The proprietors. These types of leaders asserted themselves by 
taking possession of all the objects in the room or dominating 
individual children around ownership of these possessions but 
were completely unsuccessful in changing the games or the man- 
ner in which the objects were used. The group traditions remained 
the same and the leader children fitted into them, but the group 
placated the strong leaders by letting them possess the objects and 
deferring to them in a kind of ritual or ceremonial fashion. These 
leaders looked like they had really taken over, but in fact had 
unwittingly assimilated the group’s traditions. 

c. The diplomats. These types of leaders were, in a sense, the most 
interesting in that they showed evidence of accepting the group 
traditions on the surface in order to change them. Merei described 
the sequence as follows: the leader tries to do away with group 
traditions and lead it to new ones; the leader fails and is rejected; 
the leader then accepts the traditions and quickly learns them; 
within the frame of these traditions the leader soon assumes leader- 
ship, and, though reluctantly, the group follows him or her because 
he or she does a good job; the leader then introduces significant 
variations, loosening the tradition; finally, the leader introduces 
new elements into the group’s rituals and thus changes the tradi- 
tions, 


Though Merei’s work was done with children, it offers an 
excellent prototype of the kinds of forces one can observe at work in 
adult groups of all kinds. Neither the group nor the leader will 
always be dominant, but the interplay between a stable group with 
its own norms and traditions and a new leader will be very complex. 
Most managers have learned from their own experience that they 
have to deal with group norms in some fashion or other, but often 
the expectations managers bring back with them from leadership 
training programs about new leadership styles are ill-suited to the 
norms or past history of the groups to which they return. In such 
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cases, the manager's new behaviorial role will quickly be unlearned, 
since neither the subordinates nor the boss is likely to reinforce the 
new behavior (Fleishman, 1953). In fact, it has been the frequency of 
this kind of phenomenon which has led most organizational consul- 
tants or managers who are concerned about changing an organization 
to think of changing group norms rather than individual leader 
behavior. 

Group Structure. If the group cannot meet face-to-face at all 
times, it becomes important to consider the effect of structural fac- 
tors such as the group’s communication network on group function- 
ing. For example, it has been shown that a person’s feeling of 
participation is related to his or her position in a communications 
network; that group leadership may well emerge from the more 
central positions in such networks; that overcentralized communica- 
tions are especially effective in implementing a given task but rela- 
tively inflexible in developing new solutions if the task changes; and 
that information is lost and distorted very rapidly as it travels 
through a number of separate communication links (Leavitt, 1951). 

Other organizational structure issues which must be considered 
in group formation and performance are related to more general 
organizational phenomena which will be considered in Chapters 10 
and 11. For example, members of an organization typically belong to 
several groups or units within that organization. The physical loca- 
tion of the different groups which stimulates or prevents interaction, 
the nature of the group task performed, the degree to which the 
group is temporary or permanent, the kinds of sanctions available to 
the group leader, the amount of time the group is together, and the 
degree to which roles are or are not formally: structured—all will 
influence group formation and performance. 

One example, drawn from a study of R&D groups, will help to 
clarify this complexity (Allen, 1977). R&D teams can be organized 
either (a) ‘functionally’’—by putting people with a common techni- 
cal background together geographically and under a common boss 
who controls important rewards such as career advancement, or (b) 
by “projects’—by putting diverse technical people together geo- 
graphically and under a common project leader with a specific as- 
signed task, for example, the design of a guidance system for a 
rocket. In the first case, both the project and the geographical loca- 
tion are seen as temporary, while in the second case the project takes 
on more permanence, geographical identity (thus favoring group 
formation), and potency because the project manager will be in more 
of a position of control. 

Allen attempted to determine which form of organization 
would be more effective as measured by the group’s technical out- 
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put, and discovered that it depended upon the nature of the task and 
the nature of the technology (an external environmental factor). In a 
rapidly changing technology the functional form of organization was 
more effective, because it allowed the engineers to keep closer in 
touch with their own area of technology. On the other hand, on 
administrative tasks such as meeting cost and schedule targets, the 
project form was more effective, because the underlying technology 
of such administrative tasks does not change very rapidly and the 
project form permits much more immediate control of the relevant 
factors. 

Putting the various findings together, Allen reached the conclu- 
sion that for long-term projects or in a rapidly changing technology, 
the functional form of organization will, on the whole, produce 
better results, while for short-term projects or in a slowly changing 
technology the project form will be more suitable. In both cases the 
individual engineers will belong simultaneously to a functional 
group and a project team (what has been called a ‘‘matrix’” form of 
organization), but the relative effectiveness of each type of group 
will depend on geographical location, stimulation of interaction, and 
degree of power which is given to the functional or project manager, 
essentially structural characterisics of how the groups are organized. 


GROUP DEVELOPMENT AND TRAINING. Probably the most 
important dynamic factor influencing the integration of individual 
and organizational needs is the degree to which leaders and mem- 
bers develop sensitivity and skill in managing group process. For 
example, leaders and members need to learn how difficult it is to 
really listen to another person and to empathize with him or her; 
how lack of respect and mistrust can arise from failure to listen; how 
in the early life of the group, members are likely to be preoccupied 
with individual needs for identity, security, attention, and status, 
and thus fail to be able to pay attention to the needs of others; how 
preoccupation with emotional needs early in the life of the group 
makes it very difficult to work constructively on a formal task; how 
premature structuring of the group or premature leader pressure for 
group output can lead to shallow solutions because the group is not 
psychologically prepared to work on a task; how group task and 
group maintenance factors have to be balanced in the life of a group 
for optimum task performance; and how different decision-making 
styles such as voting or seeking consensus create more or less effec- 
tive task solutions. These and many other kinds of problems are 
chronic to any group, but members and leaders are often unaware 
both of the problem and of the fact that through training such 
problems can be overcome. 


Though efforts to develop group sensitivies and skills can be 
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traced back to the human relations movement of the 1920s and 
1930s, it was not until Lewin and his followers developed what have 
come to be called “experiential” methods of training that this kind 
of skill development for leaders really took hold (Bradford et al. 
1964: Schein & Bennis, 1965). The more traditional approaches to 
training had emphasized lectures, readings. demonstrations, and 
‘‘practice” through role playing or similar devices. The experiential 
methods which developed around the workshops of the National 
Training Laboratories in Bethel, Maine, put more emphasis on learn- 
ing fron. immediate, here-and-now kinds of experiences. Because 
these methods have been highly controversial and because they have 
played an important role in the development of group psychology, it 
4 important to understand what assumptions and values lie behind 
them. 


The experiential methods of training assume that: 


1. People can learn best from an analysis of their own immediate, here- 
and-now psychological experiences. 

2. The relevant facts from which such learning can best arise are the 
feelings, reactions, and observations of other people with whom one 
interacts, but which for a variety of reasons people tend systematically 
to withhold from each other. 

3. A suitably designed training workshop can overcome the forces against 
sharing feelings, reactions, and observations and thus make available to 
participants learning at this more immediate and potent level. 

4. The forces to be overcome are essentially culturally learned attitudes 
about the proper things people should say to one another and attitudes 
about how one learns (for instance, “one should not deliberately say 
something critical to another person,” and ‘the way one learns is by 
listening to and reading the writings of an expert’). 


Experiential methods challenge and successfully change some 
of these attitudes, making it possible for participants to obtain per- 
sonal insight into their own as well as others’ reactions and feelings 
about commonly shared and observed group events. 

Many kinds of concrete training devices are used to facilitate 
this kind of learning. ranging from role playing, followed by an 
analysis of each role player's performance, to unstructured sen- 
sitivity-training groups in which members experience the process of 
building a group literally from the beginning and analyze the pro- 
cess as they are going through it. In this process members learn how 
to observe and develop other group intervention skills. 

Having obtained some insight and skills in the workshop, par- 
ticipants often discover that analogous events are occurring in the#r 
work groups and that they can constructively. intervene to improve 
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group functioning. Even such a simple thing as giving the group 
enough time to allow members to feel each other out and find a 
secure place for themselves in the group (which may take no more 
than an hour or two of low-pressure, informal talk) may make it 
possible thereafter for the group to work effectively on a high- 
pressure problem. It is this kind of personal insight which was 
generated by the refinery’s training program and which made it 
possible for the management members to create a better climate for 
problem solving in their newly created labor-management. commit- 
tees. 

One question which always arises in reference to experiential 
training concerns the content of whaf is learned. For example, does 
this form of training attempt to teach democratic leadership meth- 
ods? Does it undermine the traditional prerogatives of authority 
positions, leading ultimately to greater ‘‘power equalization’’? If so, 
is this not counterproductive in many organizational settings where 
authority must be upheld and must continue to be highly cen- 
tralized? | 

The answers to these questions are complex. The ultimate val- 
ues that are communicated through experiential training are (1) an 
increased commitment to a spirit of inquiry and a diagnostic ap- 
proach to interpersonal and organizational situations, both of which 
are essentially the values of science; (2) a commitment to the value 
of open and honest communication wherever appropriate; and (3) a 
commitment to studying and influencing a group’s processes—how 
it works—not only the content of what it is working on. 

In terms of the spirit of inquiry, it may well be that the most 
important insight coming out of training is that a group should 
sometimes be run autocratically in order to achieve its goals. If this 
conclusion is based on a careful assessment of all factors. it is 
completely valid and not inconsistent with the philosophy of experi- 
ential training. But a commitment to open sharing of feelings and 
reactions does inevitably imply some democratization. The effective 
exercise of formal authority sometimes implies a limiting of commu- 
nication to task-relevant information and a systematic-exclusion of 
feelings in the interests of efficiency. To teach people the value of 
being more open and honest. then. may indeed undermine formal 
authority to some degree. | 

Whether or not such undermining of formal authority is desir- 
able will in turn depend upon which kinds of information are. with- 
held in the group process. One of the key things learned in studying 
group dynamics is that the process by which groups work—the 
communication patterns, decision-making methods, problem-solving 
techniques, norm-forming activities. interpersonal feelings and per- 
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ceptions, the formation of likes and dislikes, and so on—are not all 
equally relevant to effective task performance. If one carefully distin- 
guishes task process from interpersonal process, one often finds that 
the concealment of information about a problem the group is trying 
to solve (task process) is indeed very destructive, and members 
should be encouraged to be more open at this level. On the other 
hand, the concealment of who likes whom in the group (interper- 
sonal process) may be quite irrelevant to task performance, and is 
probably best kept under wraps in an organizational context. The 
consultant, leader, or group member who is observing the various 
process events in the group must always make careful diagnostic 
judgments about which kinds of task or interpersonal processes are 
relevant to group goals and work on surfacing only the relevant data 
(Schein, 1969, 1978). 

One of the reasons why many organizations have ceased to use 
sensitivity training extensively as a developmental tool is that con- 
sultants or trainers often failed to differentiate between task pro- 
cess—teaching members how to solve problems in groups more 
effectively—and interpersonal process—exploring how members 
really felt about each other and about themselves at a fairly deep 
level. The exploration of interpersonal processes has proved tobe 
valuable for the personal growth of the participants, leading to a 
proliferation of various kinds of ‘“‘encounter groups,” but has proved 
to be of limited value in improving the ability of participants to lead 
or be members of work groups. The result has been that experiential 
methods as described above have come to be used in many more 
differentiated contexts from highly personally oriented ‘‘personal 
growth labs” to organizationally oriented team-building activities 
(Dyer, 1977). Although the underlying philosophy of sensitivity 
training is the same, its focus and the actual methods used vary 
dramatically according to whether one focuses on task process or 
interpersonal processes. 

The general point is that one must be sufficiently aware of the 
important organizational factors and group goals to know when it is 
appropriate to be more open and honest and about what kinds of 
things. The paradox is that this kind of awareness and sensitivity, 
the skill of diagnosing what is going on in the group, can only 
develop from training programs which teach a spirit of inquiry, a 
sensitivity to group process, and the value of open exploration of 
perceptions and feelings during the training period itself. 

In summary, as managers are learning more about groups and 
how they work, they are also learning more about how to provide 
training opportunities within the context of the work organization 
itself by having longer off-site meetings, process analysis periods at 
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the end of group meetings. group-process—oriented consultants at- 
tending key meetings, and the like. What makes such activities 
successful is the focus on task process—the information gathering, 
problem-solving, and decision-making functions—and the avoidance 
of interpersonal issues except where there is clear evidence that such 
issues are hindering effective work performance. 


WHEN NOT TO USE GROUPS 


Though groups tend to be a universal human phenomenon, it is 
nevertheless very important to think clearly about when and how to 
use them, particularly in the formal sense of when to give a task or 
problem to a group and when not to. Three sets of phenomena have 
been studied which bear directly on this issue: (1) group versus 
individual problem-solving effectiveness; (2) groups versus indi- 
viduals in the propensity to take risks; and (3) the problem of what 
has come to be called ‘‘group think’’—or the tendency of the group 
to arrive at what may be a false consensus by overriding valid 
individual opinions. 


Group versus Individual Problem Solving 


A great deal of research has been devoted to the question of 
whether the group or isolated individuals whose work can be pooled 
is the more effective problem-solving instrument. No definitive an- 
swer has yet been reached, but some key variables have been identi- 
fied. For example, it has been believed that a group can be more 
creative than individuals because of the mutual stimulation members 
provide each other, but this holds true only if there is a nonevalua- 
_tive climate in the group, a decision-making structure appropriate to 
the task, enough time to explore the unusual idea, and the task is 
such as to require extensive data gathering or a complex evaluation 
of the consequences of various alternatives (Taylor, Berry, & Block, 
1958). 

Errors of judgment are more likely to be perceived before action 
is taken in a group setting than if it is left up to the individual to 
think through all alternative resolutions to a problem. In general, 
groups will be better than individuals when the problem has multi- 
ple parts and when the members have different and complementary 
skills or information which can be pooled in the problem-solving 
process. For example, many of the kinds of problems encountered by 
managers are effectively solved by groups because they require the 
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input of financial, marketing, manufacturing, engineering, and hu- 
man considerations. It is no accident that as business has become 
more complex, increasing use has been made of group problem- 
solving techniques, even though managers may dislike groups and 
be impatient with them. 

One of the most important criteria for determining whether or 
not to use a group in making a decision involves an assessment of 
why and how the decision is to be implemented. People are more 
likely to carry out a decision that they have had a hand in making 
than one that has been imposed. Therefore, if effective implementa- 
tion is critical, it is important to involve the implementers as much 
as possible, if only by asking them whether they see any problems 
with a proposed decision. 

If it is decided to use a group to perform a task, the leader must 
recognize and understand some of the many dynamic, environmen- 
tal, and membership factors operative within it. If the group is to 
perform effectively, it must be allowed to develop a climate in which 
members trust each other enough to be willing to share information 
and to honestly critique each other’s ideas. The leader must ensure 
that the group’s task or goals are clearly understood and that enough 
consensus has been obtained to make joint effort in a common 
direction possible. If the leader is not willing to invest the time and 
energy to help the group to develop, a group should not be used in 
the first place. 


Group versus Individual Risk Taking 


Folklore about groups has included two general propositions: 
(1) Important decisions should always be made by {individuals rather 
than groups, because groups tend to be too conservative and incap- 
able of acting ‘‘boldly”’; (2) groups should never be allowed to make 
decisions because no one can then be held individually accountable. 
In a perceptive analysis, Reitz (1977) notes that these two proposi- 
tions are in fact contradictory but that no one had really notices this 
or attempted to resolve the issue until the pioneering research of 
Stoner and Marquis at MIT in the 1960s. Their work led to a whole 
series of researches on what has since come to be called the “risky 
shift’ phenomenon (Stoner, 1968; Marquis, 1962; Helmreich, Bake- 
man, & Scherwitz, 1973; Davis, Laughlin, & Komorita, 1976). 

The essence of the risky shift phenomenon is the discovery that 
groups acting collectively will tend to take a riskier decision alterna- 
tive across a wide range of problems than could be predicted by 
taking the average of all the ndividual responses. For example, if a 
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football team had to decide whether to go for a risky touchdown 
play in order to win the game rather than settling for a safe tie, first 
the individual players and then the same individuals in a group 
following discussion of the alternatives would be asked how good 
the chances should be of making the touchdown before they would 
make that play. In experiments of this type it has consistently been 
shown that, on the average, individuals might go for the touchdown 
if the chances of success were 7 out of 10, while by contrast, follow- 
ing their discussion, the group might decide to go for the touchdown 
if the chances were only 4 out of 10, thus taking a more risky 
alternative. This experiment was repeated in different kinds of 
groups and on different kinds of decision tasks with essentially 
similar results, but a good theory of why the phenomenon occurs has 
not yet been well articulated. 

One possibility is the diffusion of responsibility hypothesis that 
if no one individual is responsible, people are more willing to run 
risks. A second theory is that leaders are more likely to be risk takers 
and they will have greater influence in the group discussion than 
nonleaders. Neither of these theories has received consistent support. 
So far the closest to a satisfactory explanation is what might be 
called the ‘‘cultural amplifier’ hypothesis. If taking a risk is a 
cultural value, then arguments in favor of that value are more likely 
to be upheld in group discussion than more conservative arguments. 
Since most of the decision problems first studied were of the type 
where taking a risk would, in our culture, be a positive value, the 
group tended to shift toward taking greater risk. However, it has 
been noticed that on some kinds of problems—for example, juries 
deliberating on the guilt or innocence of a defendant—the group will 
act more conservatively than the average individual. Marquis and 
Reitz (1969) experimented with a series of problems where cultural 
values would dictate more conservative decisions and found indeed 
that groups acted more conservatively on these issues than the indi- 
viduals in the groups alone. 

The important conclusion to be reached from all of this re- 
search is that the manager who brings a group together to reach 
consensus must be aware of group tendencies to be ‘cultural ampli- 
fiers” and must be careful not to bias the decision process by using a 
group only when he or she wants a certain kind of decision outcome 
in the first place. I have observed the ‘cultural amplifier” phenome- 
non in management groups particularly on decision tasks with un- 
clear outcomes that require the use of partial information—for 
example, long-range planning, new product introductions, complex 
personnel policies, or diversification decisions. The more nebulous 
the criteria and the information needed to reach a clear-cut decision, 
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the greater the risk that the group will act in the direction of the 
cultural values and override what may be a rational decision from 
the point of view of that particular organization. 


Group Think 


The tendency for groups to seek unanimity has been observed 
both in real-life groups such as political or religious movements 
(Schein, Schneier, & Barker, 1961) and in the laboratory experiments 
on group dynamics (Schachter, 1951). Members with deviant views 
are pressured in various ways to “conform” to the majority opinion, 
thus creating the possibility that the group decision will not reflect 
an accurate analysis but rather the dominant opinion, whatever that 
happens to be. Janis (1972) has conducted a series of historical 
researches on this phenomenon, termed ‘‘group think,” and has 
shown that some major political decisions were reached on the basis 
of incomplete processing of relevant information and of active sup- 
pression of minority views and dissent, with disastrous conse- 
quences. Janis specifically identified the decision in 1950 to send 
General MacArthur to the Yalu river in Korea, ignoring the informa- 
tion that the Chinese would then enter the Korean conflict; the 
decision in 1941 not to prepare better for the Pearl Harbor attack in 
the face of information that such an attack might occur; and the 1962 
decision to attempt the invasion of Cuba at the Bay of Pigs in the 
face of information that Castro was well prepared to handle such an 
invasion. In each case there was evidence that an inner group of 
advisers developed a unanimous opinion and that during various 
kinds of group meetings dissent was ignored, punished, or pre- 
vented, thus insulating the decision maker from a full review of the 
relevant information and options. 

Janis identifies the symptoms of group think in the following 
way (Janis and Mann, 1977): (1) The group shares an illusion of 
invulnerability; (2) the group engages in collective rationalization to 
discount dissonant information; (3) the group comes to believe in the 
inherent morality of what it wants to do; (4) the group develops 
stereotypes of other groups and of dissenters which protects it from 
accurate analysis; {5) the group puts direct pressure on dissenters in 
order to silence them; (6) group members begin to censor their own 
thought, especially doubts they may have about the wisdom of pro- 
posed courses of action; (7) the group comes to believe in its una- 
nimity because of lack of dissent and the belief that ‘‘silence means 
consent”; (8) some members of the group come to function in the 
role of ‘‘mindguards’—-watchmen who “protect” the leaders from 
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dissenting views by actively discouraging such dissenters from ex- 
pressing their disagreement. 

Conditions such as these are not universal in groups but can 
arise if certain antecedent conditions obtain. Specifically, a group is 
vulnerable to group think if it enjoys high cohesiveness, is insulated 
from other groups with different views, lacks methodical procedures 
for searching out relevant information and alternative solution. lacks 
systematic procedures for evaluating alternatives, has strong direc- 
tive leaders who discourage dissent in the first place, and is under 
high stress but despairs of finding a solution better than the one 
being considered. The greatest danger inherent in this situation is 
that the group actually believes it is aware of the various alterna- 
tives, having no suspicions that dissent has been internally sup- 
pressed or prevented by ‘“‘mindguards.” 

If a leader or manager is to prevent these circumstances from 
arising. it becomes crucial to set up conditions that encourage dis- 
sent. search, critical judgment, exploration of alternatives, and 
checking of assumptions. The checking of assumptions is one of the 
most critical functions to be performed in a group, especially when 
the group is silent and in apparent agreement. The leader or consul- 
tant must at those times directly ask the group whether the silence 
means that everyone agrees, and must actively explore alternatives 
and objections before assuming that consensus has been reached. 
This process is time-consuming but essential if the group is making 
an important policy decision. 

If a leader is not prepared to hear group dissent, he or she 
probably should not use a group decision-making process in the first 
place. It is all too easy for a group to become an instrument of rubber 
stamping what the members think the leader wants, thus creating an 
illusion of a carefully thought-out decision which, in fact, has not 
been thought through at all. Here again training for managers in how 
to conduct meetings becomes essential, so that they can become 
aware of the symptoms of group think and learn how to counteract 
them if they occur. 


SUMMARY 


In this chapter we have reviewed what a psychological group is, 
described the types of formal and informal groups commonly found 
in organizations, analyzed both the formal organizational and indi- 
vidual psychological functions that groups perform, and discussed 
some of the factors that favor situations in which groups will per- 
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form both types of functions, thus acting as integrative forces in the 
organization. 

Groups are not a universal solution for all types of problems. 
They should not be used if the problem does not specifically require 
a sharing of information and evaluation of alternatives, or if cultural 
amplification is to be avoided, or if the group climate runs the risk of 
creating group think by squashing dissent. Most importantly, groups 
should not be used if the leaders and members are unwilling to 
invest some time and energy in helping the group to develop into an 
effective working unit. 

The effective use of groups requires group dynamics traizing 
for both leaders and group members. Such training is usually most 
effective if it uses experiential methods and if it helps to focus 
attention on group process, especially the problem-solving process. 


The firs major problem of groups in organizations is how to make 
them effective in fulfilling both organizational goals and the needs of 
their members. The second major problem is how to establish condi- 
tions between groups which will enhance the productivity of each 
without destroying intergroup relations and coordination. This prob- 
lem exists because as groups become more committed to their own 
goals and norms, they are likely to become competitive with one 
another and seek to undermine their rivals’ activities, thereby becom- 
ing a liability to the organization as a whole. The overall problem, 
then, is how to establish collaborative intergroup relations in those 
situations where task interdependence or the need for unity makes 
collaboration a necessary prerequisite for organizational effective- 
ness. 


SOME CONSEQUENCES OF INTERGROUP 
COMPETITION 


The consequences of intergroup competition were first studied sys- 
tematically by Sherif in an ingeniously designed setting (Sherif, 
Harvey, White, Hood, & Sherif, 1961). He organized a boys’ camp in 
such a way that two groups would form and would gradually be- 
come competitive. Sherif then studied the effects of the competition 
and tried various devices for reestablishing collaborative relation- 
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ships between the groups. Since his original experiments, there have 
been many replications with adult groups; the phenomena are so 
constant that it has been possible to make a demonstration exercise 
out of the experiment (Blake & Mouton, 1961). The effects can be 
described in terms of the following categories: 


A. What happens within each competing group? 


1. Each group becomes more closely knit and elicits greater loyalty from 
its members: members close ranks and bury some of their internal 
differences. 

2. The group climate changes from informal, casual, playful to work and 
task oriented: concern for members’ psychological needs declines while 
concern for task accomplishment increases. 

3. Leadership patterns tend to change from more democratic toward more 
autocratic; the group becomes more willing to tolerate autocratic lead- 
ership. 

4. Each group becomes more highly structured and organized. 

5. Each group demands more loyalty and conformity from its members in 
order to be able to present a “‘solid front.” 


B. What happens between competing groups? 


1. Each group begins to see the other group as the enemy, rather than 
merely a neutral object. 

2. Each group begins to experience distortions of perception—it tends to 
perceive only the best parts of itself, denying its weaknesses, and tends 
to perceive only the worst parts of the other group, denying its 
strengths; each group is likely to develop a negative stereotype of the 
other (“they don’t play fair like we do’’). Fa 

3. Hostility toward the other group increases while interaction and com- 
munication with the other group decreases; thus it becomes easier to 
maintain the negative stereotype and more difficult to correct percep- 
tual distortions. 

4. \f the groups are forced into interaction—for example, if they are forced 
to listen- to representatives plead their own and the others’ cause in 
reference to some task—each group is likely to listen more closely to 
their own representative and not to listen to the representative of the 
other group, except to find fault with his or her presentation; in other 
words, group members tend to listen only for that which supports their 
own position and stereotype. 


Thus far, we have listed some consequences of the competition 
itself, without reference ‘to the consequences if one group actually 
wins out over the other. Before listing those effects, I would like to 
draw attention to the generality of the above reactions. Whether one 
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is talking about sports teams, interfraternity competition, labor-man- 
agement disputes, or interdepartmental competition as between sales 
and production in an industrial organization—or about international 
relations and the competition between the Soviet Union and the 
United States—the same phenomena tend to occur. These responses 
can be very useful to the group, by making it more highly motivated 
in task accomplishment, but they also open the door to group think. 
Furthermore, the same factors which improve intragroup eftective- 
ness may have negative consequences for intergroup effectiveness. 
For example, as we have often seen in labor-management disputes or 
international conflicts, if the groups perceive themselves as competi- 
tors, they find it more difficult to resélve their differences, and 
eventually both become losers in a long-term strike or even a war. 

Let us next look at the consequences of winning and losing, as 
in a situation where several groups are bidding to have their pro- 
posal accepted for a contract or as a solution to some problem. Many 
intraorganizational situations become win-or-lose affairs, hence it is 
of particular importance to examine their consequences. 


C. What happens to the winner? 


1. Winner retains its cohesion and may become even more cohesive. 
Winner tends to release tension, lose its fighting spirit, become compla- 
cent, casual, and playful (the condition of being “fat and happy’’). 

3. Winner tends toward high intragroup cooperation and concern for 
members’ needs, and low concern for work and task accomplishment. 

4. Winner tends to be complacent and to fee} that the positive outcome 
has confirmed its favorable stereotype of itself and the negative stereo- 
type of the ‘‘enemy’’ group; there is little motivation for reevaluating 
perceptions or reexamining group operations in order to learn how to 
improve them, hence the winner does not learn much about itself. 


D. What happens to the loser? 


1. If the outcome is not entirely clear-cut and permits a degree of inter- 
pretation (say, if judges. have rendered it or if the game was close), 
there is a strong tendency for the loser to deny or distort the reality of 
losing; instead, the loser will find psychological escapes like ‘‘the 
judges were biased,” “the judges didn’t really understand our solu- 
tion,” ‘‘the rules of the game were not clearly explained to us,” “if luck 
had not been against us at the one key point, we would have won,” 
and so on. In effect, the loser’s first response is to say ‘‘we didn’t really 
lose!’’ 

2. If the loss is psychologically accepted, the losing group tends to seek 
someone or something to blame; strong forces toward sCcape-goating are 
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set up; if no outsider can be blamed, the group turns on itself, splinters, 
surfaces previously unresolved conflicts, fights within itself, all in the 
effort to find a cause for the loss. 

3. Loser is more tense, ready to work harder, and desperate (the condition 
of being “lean and hungry”’). 

4. Loser tends toward low intragroup cooperation, low concern for mem- 
bers’ needs, and high concern for recouping by working harder in order 
to win the next round of the competition. 

5. Loser tends to learn a lot about itself as a group because its positive 
stereotype of itself and its negative stereotype of the other group are 
disconfirmed by the loss, forcing a reevaluation of perceptions; as a 
consequence, the loser is likely to reorganize and become more cohe- 
sive and effective once the loss has been accepted realistically. 


The net effect of the win-lose situation is often that the losers 
refuse psychologically to accept their loss, and that intergroup ten- 
sion is higher than before the competition began. 

Intergroup problems of the sort we have just described arise not 
only out of direct competition between clearly defined groups, but 
are, to a degree, intrinsic in any complex society because of the 
many bases on which a society is stratified. Thus, we can have 
potential intergroup problems between men and women, between 
older and younger generations, between higher and lower ranking 
people, between blacks and whites, between people in power and 
people not in power, and so on (Alderfer, 1977). Any occupational or 
social group will develop “ingroup” feelings and define itself in 
terms of members of an ‘‘outgroup,”’ toward whom intergroup feel- 
ings are likely to arise. Differences between nationalities or ethnic 
groups are especially strong, particularly if there has been any con- 
flict between the groups in the past. 

For intergroup feelings to arise we need not belong to a psycho- 
logical group. It is enough to feel oneself a member of what has been 
called a ‘reference group,” that is, a group with which one identifies 
and compares oheself or to which one aspires. Thus, aspirants to a 
higher socioeconomic level take that level as their reference group 
and attempt to behave according to the values they perceive in that 
group. Similarly, members of an occupational group upholds the 
values and standards they perceive that occupation to embody. It is 
only by positing the existence of reference groups that one can 
explain how some individuals can continue to behave in a deviant 
fashion in a group situation. If such individuals strongly identify 
with a group that has different norms they will behave in a way that 
attempts to uphold those norms. For example, in Communist prison 
camps some soldiers from elite military units resisted their captors 
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much longer than draftees who had weak identification with their 
military units. In order for the Communists to elicit compliant be- 
havior from these strongly identified prisoners, they had to first 
weaken the attachment to the elite unit—that is, destroy the refer- 
ence group—by attacking the group’s image or convincing the pris- 
oner that it was not a group worth belonging to (Schein, 1961). 
Intergroup problems arise wherever there are any Status differences 
and are, therefore, intrinsic to all organizations and to society itself. 


REDUCING THE NEGATIVE CONSEQUENCES 
OF INTERGROUP COMPETITION 


The gains of intergroup competition may, under some conditions, 
outweigh the negative consequences. It may be desirable to have 
work groups pitted against one another or to have departments 
become cohesive loyal units, even if interdepartmental coordination 
suffers. Often, however, the negative consequences outweigh the 
gains, and management seeks ways of reducing intergroup tension. 
Many of the techniques proposed to accomplish this come from the 
basic researches of Sherif, Blake, Alderfer, and others; they have 
been tested and found to be successful. The chief stumbling block 
remains not so much being unable to think of ways for. reducing 
intergroup conflict as being unable to implement some of the most 
effective ways. 

Destructive intergroup competition results basically from a con- 
flict of goals and the breakdown of interaction and communication 
between the groups. This breakdown in turn permits and stimulates 
perceptual distortion and mutual negative stereotyping. The basic 
strategy of reducing conflict, therefore, is to locate goals which the 
competing groups can agree on and to reestablish valid communica- 
tion between the groups. Each of the tactical devices that follows can 
be used singly or in combination. 


Locating a Common Enemy 


For example, the competing teams in a league can compose an 
all-star team to play another league, or conflicts between sales and 
production can be reduced if both can harness their efforts to help- 
ing their company successfully compete against another company. 
The conflict here is merely shifted to a higher level. 


Bringing Leaders or Subgroups of the 
Competing Groups into Interaction 


An isolated group representative cannot abandon his or her 
group position, but a powerful leader or a subgroup that has been 
delegated power not only can permit itself to be influenced by its 
counterpart negotiation team, but also will have the strength to 
influence the remainder of its home group if negotiation produces 
common agreéments. This is the basis for “summit meetings” in 
international relations. 


Locating a Superordinate Goal 


Such a goal can be a brand-new task which requires the cooper- 
ative effort of the previously competing groups, or it can be a task 
like analyzing and reducing the intergroup conflict itself. For ex- 
ample, the previously competing sales and production departments 
can be given the task of developing a new product line that will be 
both cheap to produce and in great customer demand: or, with the 
help of an outside consultant, the competing groups can be invited 
to examine their own behavior and reevaluate the gains and losses 
from competition (Walton, 1969). 


Experiential Intergroup Training 


The procedure of having the conflicting parties examine their 
own behavior has been tried by a number of psychologists, notably 
Blake and Mouton (1962), with considerable success. Assuming the 
organization recognizes that it has a problem, and assuming it is 
ready to expose this problem to an outside consultant, the experien- 
tial workshop approach to reducing conflict might proceed with the 
following steps: 


1. The competing groups are both brought into a training setting and the 
common goals are stated to be an exploration of mutual perceptions 
and mutual relations. : 

2. The two groups are then separated and each group is invited to discuss 
and make a list of its perceptions of itself and the other group. 

3. In the presence of both groups, representatives publicly share the per- 
ceptions of self and other which the groups have generated, while the 
groups are obligated to remain silent (the objective is simply to report 
to the other group as accurately as possible the images that each group 
has developed in private). 
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4. Before any exchange has taken place, the groups return to private 
sessions to digest and analyze what they have heard; there is a great 
likelihood that the representatives reports have revealed discrepancies 
to each group between its self-image and the image that the other 
group holds of it; the private session is partly devoted to an analysis of 
the reasons for these discrepancies, which forces each group to review 
its actual behavior toward the other group and the possible conse- 
quences of that behavior, regardless of its intentions. 

5. In public session, again working through representatives, each group 
shares with the other what discrepancies it has uncovered and the 
possible reasons for them, focusing on actual, observable behavior. 

6. Following this mutual exposure, a more open exploration is then per- 
mitted between the two groups on the now-shared goal of identifying 
further reasons for perceptual distortions. 

7. A joint exploration is then conducted of how to manage future relations 
in such a way as to minimize a recurrence of the conflict. 


Interspersed with these steps are short lectures and reading 
assignments on the psychology of intergroup conflict, the bases for 
perceptual distortion, psychological defense mechanisms, and so on. 
The goal is to bring the psychological dynamics of the solution into 
conscious awareness and to refocus the groups on the common goal 
of exploring jointly the problem they share. In order to do this, they 
must have valid data about each other, which is provided through 
the artifice of the representative reports. 

Blake’s model deals with the entire group. Various other ap- 
proaches begin by breaking down group prejudices on an individual 
basis. For example, groups A and B, each proposing an alternative 
product (idea), can be divided into pairs composed of an A and a 
B member. Each pair can be given the assignment of developing a 
joint product that combines the best ideas from the A product and 
the B product. Or, in each pair, members may be asked to argue for 
the product of the opposing group. It has been shown in a number of 
experiments that one way of changing attitudes is to ask a person to 
play the role of an advocate of the new attitude to be learned (Janis & 
King, 1954). The very act of arguing for another product, even if it is 
purely an exercise, makes the person aware of some of its virtues 
which he or she can now no longer deny. A practical application of 
these points might be to have some members of the sales department 
spend time in the production department and be asked to represent 
the production point of view to some third party, or to have some 
production people join sales teams to learn the sales point of view. 

Most of the approaches cited depend on a recognition of some 
problem by the organization and a willingness on the part of the 
competing groups to participate in some program to reduce negative 
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consequences. The reality, however, is that most organizations nei- 
ther recognize the problem nor are willing to invest time and energy 
in resolving it. Some of the unwillingness also arises from each 
competing group’s recognition that in becoming more cooperative it 
may lose some of its own identity and integrity as a group. Rather 
than risk this loss, the group may prefer to continue the competition. 
This may well be the reason why, in international relations, nations 
refuse to engage in what may seem like perfectly simple ways of 
resolving their differences. They resist partly in order to protect their 
integrity—that is, save face. For all these reasons, the implementa- 
tion of strategies and tactics for reducing the negative consequences 
of intergroup competition is often a greater problem than the initial 
development of such strategies and tactics. 


PREVENTING INTERGROUP CONFLICT 


Because of the great difficulties of reducing intergroup conflict once 
it has developed, it may be desirable to prevent its occurrence in the 
first place. How can this be done? Paradoxically, a strategy of pre- 
vention challenges the fundamental premise upon which organiza- 
tion through division of labor rests. Once it has been decided by a 
superordinate authority to divide up functions among different de- 
partments or groups, a bias has already been introduced toward 
intergroup competition; for in doing its own job well, each group 
must, to some degree, compete for scarce resources and rewards from 
the superordinate authority. The very concept of division of labor 
implies a reduction of communication and interaction between 
groups, thus making it possible for perceptual distortions to occur. 

The organization planner who wishes to avoid intergroup com- 
petition need not abandon the concept of division of labor, but 
should follow some of the steps listed below in creating and han- 
dling the different functional groups. 


1. Relatively greater emphasis should be given to total organizational 
effectiveness and the role of departments in contributing to it; depart- 
ments should be measured and rewarded on the basis of their contribu- 
tion to. the total effort rather than their individual effectiveness. 

2. High interaction and frequent communication should be stimulated 
between groups to work on problems of intergroup coordination and 
help; organizational rewards should be given partly on the basis of help 
rendered to other groups. 

3. Frequent rotation of members among groups or departments should be 
encouraged to stimulate a high degree of mutual understanding and 
empathy for one another's problems. 
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4. Win-lose situations should be avoided and groups should never be put 
into the position of competing for some scarce organizational reward; 
emphasis should always be placed on pooling resources to maximize 
organizational effectiveness; rewards should be shared equally with all 
the groups or departments. 


Most managers find the fourth point particularly difficult to 
accept because of the strong belief that performance can be improved 
by pitting people or groups against one another in a competitive 
situation. This may indeed be true in the short run, and may even on 
occasion work in the long run, but the negative consequences de- 
scribed above are undeniably the product of the win-lose situation. 
Thus, if managers wish to prevent such consequences, they must 
face the possibility that they may have to abandon competitive rela- 
tionships altogether and seek to substitute intergroup collaboration 
toward organizational goals. The more interdependent the various 
units are, the more important it is to stimulate collaborative problem 
solving. 

Implementing a preventive strategy is often more difficult, 
partly because most people are inexperienced in stimulating and 
managing collaborative relationships. Yet observations of organiza- 
tions using the Scanlon Plan not only reveal that it is possible to 
establish collaborative relationships, even between labor and man- 
agement, but also that when this has been done, organizational and 
group effectiveness have been as high as or higher than under com- 
petitive conditions. Training in how to set up collaborative relations 
may be a prerequisite for any such program to succeed, especially for 
those managers who have themselves grown up in a highly competi- 
tive environment. 


THE PROBLEM OF INTEGRATION 
IN PERSPECTIVE 


I have discussed two basic issues in Part IV: (1) the development of 
groups within organizations which can fulfill both the needs of the 
organization and the psychological needs of its members; and (2) the 
problems of intergroup competition and conflict. To achieve max- 
imum integration, the organization should be able to create condi- 
tions that will facilitate a balance between organizational zoals and 
member needs and minimize disintegrative competition between the 
subunits of the total organization. 

Groups are highly complex sets of relationships. There are no 
easy generalizations about the conditions under which they will be 
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effective, but with suitable training, many kinds of groups can func- 
tion at levels previously unimaginable, Consequently, training in 
group dynamics by experiential methods may be a more promising 
approach to effectiveness than attempting a priori to determine the 
right membership, type of leadership, and organization. Of course 
all of the factors must be taken into account, and the training ap- 
proach, although central, must be carefully chosen to preserve and 
enhance positive group qualities already present. 

The creation of psychologically meaningful and effective 
groups does not solve all of the organization’s problems, however, 
particularly if such groups compete and conflict with each other. We 
examined some of the consequences of competition under win-lose 
conditions and outlined two basic approaches of dealing with this 
problem: (1) reducing conflict by increasing communication and lo- 
cating superordinate goals, and (2) preventing conflict by establish- 
ing from the outset organizational conditions to stimulate collabora- 
tion rather than competition. : 

The prevention of intergroup conflict is especially crucial if the 
groups involved are highly interdependent. The greater the interde- 
pendence, the greater the potential loss to the total organization of 
negative stereotyping, withholding of information, efforts to make 
the other group look bad in the eyes of the superior authority, and so 
on. 

In concluding this section on groups, it should be emphasized 
that the preventive strategy does not imply absence of disagreement 
and artificial ‘‘sweetness and light’’ within or between groups. Con- 
flict and disagreement at the level of the group or organizational task 
is not only desirable but essential for the achievement of optimal 
solutions to organizational problems. By contrast, when the task 
becomes less important than gaining advantage over the other person 
or group, interpersonal or intergroup relations suffer the most harm- 
ful effects. The negative consequences we described, most notably 
mutual negative stereotyping, fall into this latter category and under- 
mine rather than aid overall task performance. 

Interestingly enough, observations of actual conflictual situa- 
tions suggest that task-relevant conflict which improves overall effec- 
tiveness is greater under collaborative conditions, because groups 
and members trust each other enough to be frank and open in 
sharing information and opinions. In the competitive situation, each 
group is committed to hiding its special resources from the other 
groups, thus preventing effective integration of all resources in the 
organization. Potentially constructive task conflict is suppressed un- 
der competitive conditions and the danger of group think is in- 
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In these final chapters we will examine some of the more elusive 
aspects of organizational psychology, those having to do with the 
structure and design of organizations, with the relationships between 
organizations and their environments, with organizational effective- 
ness and health, and, finally, with the problem of organizational 
change, particularly as conceptualized by proactive programs that 
have come to be known collectively as Organizational Development. 
I will be adopting a very eclectic perspective here, drawing in mate- 
rial from sociology and administrative science as appropriate. If we 
are to get a grasp of these problems from a psychological vantage 
point, we must enlarge the scope of our analysis and examine ou 
ideas about total systems interacting with complex environments. 

Some readers will find these chapters more abstract and possi. 
bly less relevant because they deal with more far-reaching topics 
But there is no more practical a set of problems facing the senio 
manager in most organizations than how to design and structure th: 
organization. Managers need analytical insights into these matters tc 
avoid a ‘‘seat of the pants,” intuitive approach that results in piece 
meal ‘‘decentralization’—for example, have ‘Pete report to Jane.’ 
Hopefully this analysis will both illustrate the kinds of criteria tha 
need to be examined in thinking about organization design anc 
simultaneously bring home to the reader the incredible difficultie 
involved in implementing organizational change once a decision te 
change has been reached. 
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We close with some general prescriptive statements about the 
conditions that must obtain for organizational ‘‘health,” pointing out 
that the search for individual creativity and commitment cannot be 
ultimately successful if organizational health is lacking over the long 
run. 
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The Organization 


as a Complex, 
Open System | 


INTRODUCTION 


In the early chapters of this book we presented a traditional defini- 
tion of an organization as the “rational coordination of the activities 
of a number of people for the achievement of some common, explicit 
purpose, through division of labor and a hierarchy of authority.” 
Most of what has been called ‘‘classical organization theory’’ or the 
theory of bureaucracy starts with some such definition. I then at- 
tempted to show why this definition does not do justice to the reality 
of what goes on in organizations. Pressures from the various environ- 
ments within which organizations exist, the internal dynamics of 
organizations that result from human needs and desires and how 
these change over time, and the fact that people form into various 
kinds of formal and informal groups—all make the classical defini- 
tion unrealistic and misleading. What is needed is a more dynamic 
definition of the organization, one that reflects the realities of human 
motivation, of group dynamics, and of intergroup phenomena. 
Such a dynamic definition has been in the making since the 
early 1950s with George Homans’s classic book The Human Group 
(Homans, 1950). Homans had been impressed by the degree to which 
systems-type thinking had influenced physiology, and applied these 
same ideas to an analysis of group and organizational phenomena. 
The most influential early statement of the systems position was 
probably Katz and Kahn’s 1966 book, The Social Psychology of 
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Organizations, which explicitly defines organizations as open sys- 
tems in constant interaction with their environments. These ideas 
drew heavily on other theorists, notably Trist and his co-workers 
(1963) and Rice (1963) of the Tavistock Institute in London, who had 
discovered in their coal mining studies and their redesign of Indian 
textile mills that one had to treat organizations as complex so- 
ciotechnical systems in which the environmental, technological, and 
social factors interacted in a complex way with interpersonal and 
task-related forces within the organization. E 

This chapter will review a number of these theories and argue 
explicitly for the importance of treating organizations as open sys- 
tems, even though such a perspective makes it more difficult to 
analyze and change organizational phenomena. Because this field 
has expanded at a great rate during the last 20 years, I will not be 
able to review ‘‘organization theory” as a whole, but will attempt to 
present some of the more crucial theoretical interpretations that have 
emerged in recent years. 

What makes theorizing and research so difficult in this area is 
that we do not yet have good taxonomies of all the factors that are 
operable in the organization and its environments. Different theorists 
have variously labeled such concepts as organization structure, or- 
ganizational process, environment, technology, organizational goals, 
and so on. It should be recognized that we are in a very early stage 
of organizational science where careful observation and the building 
of appropriate taxonomies is just as important as testing hypotheses 
or attempting to develop precise theory. This chapter will review 
several such taxonomies and attempt thereby to show the inherent 
complexity of this area. 


Sources of Complexity 


One of the major difficulties is defining the appropriate bound- 
aries of any given organization and determining its relevant 
environments. Where does a business concern—with its research 
departments, suppliers, transportation facilities, sales offices, and 
public relations offices—leave off and the community begin? Is the 
relevant environment society as a whole, the economic and political 
system, other companies in the same market, the immediate commu- 
nity, the union, or all of these? What is the relevant environment of 
a university? Is it the community in which the university is located, 
the families of its student body, the professional associations of its 
professors, or society in general as the consumer of its graduates and 
its research and scholarly output? If we are to understand the forces 
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which act upon organizations as systems, we must be able to specify 
the environmental! origin of such forces. 

Second, organizations generally have several purposes or fulfill 
several functions. Some of these functions are primary while others 
are secondary; some are manifest and some are latent. The primary 
manifest function of a business concern is to make a product or 
service for profit. A secondary manifest function is to provide secu- 
rity and meaning for members of the community through the provi- 
sion of jobs. The cultural and social norms which dictate this 
secondary function are just as much a part of the environment as are 
the economic forces which dictate a good product at a minimum 
cost. Yet these forces often’impose conflicting demands on the or- 
ganization 

If we attempt to analyze the functions of a university, we can 
identify several primary manifest functions, including transmission 
of knowledge, production of knowledge, and conservation of know]- 
edge through libraries. In addition, the university, along with the 
rest of the educational system, has a primary latent function—the 
identification and labeling of talent for the various jobs that must be 
fulfilled within society. The education system acts as a kind of 
filter—it identifies and lets through only persons of certain qualifi- 
cations, For society to maximize the talents of its members, some 
system must be used to identify talent. In our present society, the 
educational system seems to have acquired this function. The point 
of this example is to illustrate how the fulfillment of the manifest 
functions of teaching and research may at times actually conflict 
with the latent function of sorting and grading talent. Some of the 
difficulties experienced by organizations derive from the fact that 
they have multiple functions, some of which may corflict yet none 
of which they can abandon. , 

Third, the organization carries within itself representatives of 
the external environment. Employees are not only members of the 
organization which employs them, they are also members of society, 
other organizations, unions, consumer groups, and so on. From these 
various other roles they bring with them demands, expectations, and 
cultural norms which often conflict with the internal norms of the 
employing organization. 

Fourth, the nature of the environment is itself changing very 
rapidly. We see this most clearly in the tremendous growth of tech- 
nology, yet change is also proceeding rapidly in the economic sector 
because of the expansion of markets throughout the entire world; in 
the sociopolitical sector because of changing norms about the pri- 
orities which should guide technologically sophisticated countries 
like the United States; and in the cultural values sector because of 
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changing norms about the role of work and career in people’s total 
lives (Van Maanen, Schein, & Bailyn, 1977). From being relatively 
stable and predictable, portions of the environment have become 
what Emery and Trist (1965) call “turbulent.” Turbulent environ- 
ments require a different kind of capacity to respond on the part of 
organizations. In higher education, for example, professors typically 
respond to one set of norms deriving from cultural concepts of 
science and scholarship; meanwhile, students develop a different set 
of norms based on their frustration over unsolved problems within 
society and over a curriculum that often seems unrelated to the 
solution of those problems. To further complicate the situation, 
alumni in their role as financial donors to the university bring a 
third set of norms having to do with more traditional criteria con- 
cerning the prestige and quality of the organization. 

For all of the above reasons, organization theorists have begun 
to build more complex models which attempt to take into account 
relationships between systems and their environments. These new 
systems models do not have the neatness ‘or completeness of the 
classical concepts of organization, but they are a closer approxima- 
tion of what researchers find when they actually study organizations. 


SOME EARLY SYSTEM MODELS 


The Homans Model 


One especially useful model of social systems, whether at the 
level of the small group or the large organization, has been proposed 
by the sociologist George Homans (1950). According to Homans any 
social system exists within a three-part environment: a physical 
environment (the terrain, climate, layout, and so on), a cultural 
environment (the norms, values, and goals of society), and a techno- 
logical environment (the state of knowledge and instrumentation 
available to the system for the performance of its task). The environ- 
ment imposes or specifies certain activities and interactions for the 
people involved in the system. These activities and interactions in 
turn arouse certain feelings and sentiments among the people toward 
each other and the environment. The combination of activities, inter- 
actions, and sentiments that can be thought of as environmentally 
determined is termed the external system. ; 

Homans postulated that activities, interactions, and sentiments 
are mutually dependent on one another. Thus, a change in any of the 
three variables will produce some change in the other two. Of par- 
ticular interest here is the relationship postulated between interac- 
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tion and sentiments, which is that the higher the rate of interaction 
of two or more people, the more positive will be their sentiments 
toward each other, or vice versa, the more positive the sentiment, the 
higher the rate of interaction. The seemingly obvious exception of 
two people who come to hate each other as a result of interacting is 
explained if we realize that over the long run these people will 
reduce their interaction as much as possible. If they are forced into 
continued interaction, they often find good sides to each other so 
that positive sentiment in the end grows with increased interaction. 

Whether such hypotheses as the one cited are true or false is, 
for the moment, not as important as the dynamic conceptualization 
which Homans provides, because from it can be derived several 
other important concepts. Homans notes that with increasing interac- 
tion come not only new sentiments which were not necessarily 
specified by the external environment, but also new norms and 
shared frames of reference which generate new activities, also not 
specified by the external environment. In the Hawthorne studies, it 
was found that the workers developed games, interaction patterns, 
and sentiments which were not suggested and not even sanctioned 
by the formal work environment. Homans has called this new pat- 
tern which arises out of the external system, the internal system. The 
internal system corresponds to what most theorists have labeled the 
informal organization. 

Homans further postulated that the internal and external sys- 
tems are mutually dependent. This means that any change in cither 
system will produce some change in the other. A change in work 
technology will produce a change in patterns of interaction, which 
in turn will change (or sometimes temporarily destroy) the internal 
system. For example, the longwall coal mining method destroyed 
some of the primary work groups. On the other hand, if the internal 
system develops certain norms about how life should be organized, 
it will often change the way the work is actually performed, how 
much of it will be done, and what quality will result. For example, 
the wiremen in one of the Hawthorne experiments developed pat- 
terns of job trading, a concept of a fair day's output, and their own 
leadership. 

Finally, the two systems and the environment are mutually 
dependent. Just as changes in the environment will produce changes 
in the formal and informal work organization, so the norms and 
activities developed in the internal system will eventually alter the 
physical, technical, and cultural environment. For example, out of 
workers’ informal problem sclving may come ideas for technological 
innovations (change in technical environment), redesigned work 
layouts (change in physical environment), and new norms about 


192 Organizational Psychology 


what is a legitimate psychological contract between workers and 
management (change in cultural environment). 

The most important aspect of this conceptual scheme is its 
explicit recognition of the various mutual dependencies. Empirical 
research studies have shown again and again how events in one part 
of the organization turn out to be linked to events in other parts or 
in the environment. Similarly, consultants have shown how changes 
initiated in one part of an organization produce unanticipated and 
often undesired changes in other parts. When Homans first proposed 
his theory, he showed how it could explain such diverse phenomena 
as workers’ behavior in the bank-wiring room of the Hawthorne 
plant, the behavior of a street corner gang which had been studied 
and described in a classic study by William F. Whyte (1943), family 
patterns in preliterate tribes observed by anthropologists, and social 
change in a modern suburban community. The “elements” chosen— 
activities, interactions, sentiments, and norms—and their mutual de- 
pendencies in the external and internal system proved to have great 
taxonomic value because they could be used to describe such diverse 
organizational phenomena. 

Many of the later “contingency theories” that we will examine 
are essentially extensions of Homans’s proposition that different as- 
pects of the environment create different patterns of activities, inter- 
action, sentimentsy and norms. However, Homans also recognized 
the very important fact that once norms and sentiments were formed, 
once the internal system was created, the organization in turn influ- 
enced its environment. In other words, open systems are not simply 
adaptive to whatever the environment provides, but are actively 
engaged in interaction with their environments. Unfortunately, not 
many organization theories have yet been able to conceptualize ex- 
actly how organizations influence their environments. Then, too, 
when organizations reach a certain size, such as General Motors or 
the Department of Defense, it is not entirely clear which way the 
predominant influence is flowing—is the environment influencing 
the organization or is the organization powerful enough to influence 
or even determine its own environment? 


The Tavistock Sociotechnical Model 


Some of the most vigorous proponents of the systems approach 
to organizational phenomena have been a group of social scientists 
associated with the Tavistock Institute in London.! Out of their 


11 will not review all of this work but the major contributions were made by 
Eric Trist, A.K. Rice, E. Jacques, Wilfred Brown, Fred Emery, P.G. Herbst, Gurth 
Higgin, and A.T.M. Wilson. For a review see Trist et al. (1963). 
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studies of changing technology they conceived the idea of a so- 
ciotechnical system, which in turn led to the development of more 
general ‘open systems’”’ definitions of organizations. 

The idea of a sociotechnical system implies that any productive 
organization or part thereof is a combination of technology (task 
requirements, physical layout, equipment available) and a social sys- 
tem (a system of relationships among those who must perform the 
job). The technology and the social system are in mutual interaction 
with each other and each determines the other. In keeping with this 
concept, it would make just as little sense to say that the nature of 
the work determines the type of organization that develops among 
workers, as it would be to say that the sociopsychological char- 
acteristics of the workers determines the manner in which a given 
job will be performed: As the Hawthorne studies and Trist’s coal 
mining studies have shown, and as Homans has argued, each deter- 
mines the other to some degree. 

The open systems model of organizations as discussed by Rice 
(1963) argues that any given organization “imports” various things 
from its environment, utilizes these imports in some kind of “con- 
version” process, and then ‘“‘exports’’ products, services, and “waste 
materials” which result from the conversion process. One key import 
is the information obtained from the environment pertaining to the 
primary task—that is, what the organization must do in order to 
survive. Other imports are the raw materials, money, equipment, and 
people involved in the conversion to something that is exportable 
and meets some environmental demands. 

If we now combine the two ideas of open systems and so- 
ciotechnical systems, we can see the importance of multiple chan- 
nels of interaction between the environment and the organization. 
Not only must the organization deal with the demands and con- 
straints imposed by the environment in terms of raw materials, 
money, and consumer preferences, it must also deal with the expec- 
tations, values, and norms of its members. Employees’ capacities, 
preferences, and expectations of employees are, from this point of 
view, not merely ‘‘givens,’’ but factors that are undoubtedly influ- 
enced by the nature of the job and the organizational structure they 
come up against. Consequently, one cannot solve work problems 
merely by better selection or training techniques. Rather, the initial 
design of the organization must take into account both the nature of 
the job (the technical system) and the nature of the people (the 
social system). 

For example, in the coal mining studies previously cited, if it is 
true that mining induces anxiety and that anxiety can best be man- 
aged in small, cohesive work groups, then a technology which pre- 
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vents such work group formation is likely to be ineffective. On the 
other hand, if one starts with the concept of open sociotechnical 
systems, one would ask, “What combination of technology, inifial 
worker characteristics, and organizational structures would most 
likely result in an effective work organization?” 

An answer to this question might require the reassessment of 
the relative importance of different environmental inputs with re- 
spect to the basic task. Economic demands and technological devel- 
opments might both argue for a work method and structure that 
would undermine the social system. The organization planner might 
then have to reassess whether the costs of building an effective 
social organization to produce long-run economic gains outweigh 
the gains of short-run maximum efficiency. In order to make this 
reassessment, the planner would have to consider a variety of other 
environmental factors—for example, changing aspects of the labor 
force, particularly on such key variables as anxiety proneness; new 
technology in improving mine safety; trends in labor-management 
relations and union policies; and so on. 

The sociotechnical systems approach has had a number of im- 

portant effects on current organization theory and managerial prac- 
tice. First, it spawned some very important experiments which were 
carried out in Europe on what has come to be called ‘industrial 
democracy.” In the first phase of these experiments it was found that 
worker participation on boards of directors and in workers councils 
did not appreciably reduce feelings of alienation, probably because 
workers remained unable to contribute their input to the work tech- 
nology itself (Emery and Thorsrud, 1969; Van Beinum and de Bel, 
1968; Cummings & Srivastva, 1977). . 
7 When the researchers turned their attention to more direct in- 
volvement of the worker in the redesign of actual jobs—that is, 
toward participation in the day-to-day operations of the enterprise 
(‘shop floor democracy’’)—it was found in experiments both here 
and abroad that such increased direct participation reduced aliena- 
tion and increased productivity. In the United States, the work of 
Davis (1957, 1966) has led to a number of important experiments in 
the redesign of manufacturing plants, as well as to the concept of 
open systems planning as a tool for managers to rethink more 
broadly the strategy and operation of their work units (Hackman, 
1977; Walton, 1972, 1974, 1975a; Beckhard & Harris, 1977; Clark & 
Krone, 1972; Krone, 1974).? 


2 Open systems planning refers to a systematic analysis of environmental forces 
acting on a system, how the system responds, how it should ideally respond, 
and what must be done to improve the response systems to achieve the ideal 
state (Beckhard & Harris, 1977). 
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A second concept to develop from open sociotechnical systems 
design thinking was that of the autonomous work group. A whole 
work group is provided the opportunity to design and manage a total 
integrated task, thus permitting workers to meet their social and self- 
actualizing needs within the context of the work situation (Herbst, 
1962). However, if an organization-wide system of autonomous work 
groups is to be implemented, a managerial climate must prevail in 
which self-regulating work structures are allowed to develop and 
evolve in response to further environmental changes (Cummings & 
Srivastva, 1977). So even though the focus of sociotechnical theory is 
the work itself, the implications for organizational functioning in 
terms of the continuing evolution of work designs are enormous. 


Since work systems relate to their environment through a boundary 
that both differentiates the system and mediates environmental ex- 
changes, it is necessary to enact a boundary such that the system's 
primary task is separated or protected from external disruptions while 
the system regulates its exchanges with the environment. We refer to 
this process as “boundary management” and include it as an essential 
task of management. The second task involves the management of 
forces external to the system. Since work systems must relate to a 
succession of suitable environments if they are to survive and develop, 
it is necessary to plan for a desired environment and to initiate steps to 
bring it about. We refer to this second process as “open systems 
planning.”’ When both tasks of management are performed effectively, 
sociotechnical systems are able to perform their primary tasks while 
managing their relationships with a succession of favorable environ- 
ments. (Cummings & Srivastva, 1977) Pp. 107. 


A third far-reaching implication of the sociotechnical systems 
way of thinking comes to light in Walton's (1975b) discussion of the 
innovative Kalmar plant of Sweden's Volvo Company. In order to 
improve working conditions and create autonomous work groups, 
Volvo’s production technology had to be reexamined, and some of 
the product designs even had to be rethought. If a work group was to 
be able to assemble an entire electrical system of a car, the system 
had to be designed to make this more integrated task possible. The 
notion that one might start with work criteria to fit social and 
personal needs and then design products around such human need 
fulfillment is a far-reaching idea which comes out of systems think- 
ing. Within the Kalmar plant the assembly line was replaced by a 
system of highly sophisticated, battery-driven car carriers called ‘‘as- 
sembly wagons.”’ These served simultaneously as carrier and work 
table; they reduced the noise levels, tipped the cars when needed to 
make them more accessible to workers, increased safety, and in- 
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creased worker autonomy because they could be ‘‘parked”’ or brought 
into the work area when workers were ready for them (Lindholm & 
Norstedt, 1975). 

QUALITY OF WORK LIFE MOVEMENT. The experiments on 
work redesign and industrial democracy, combined with the growing 
body of work by psychologists, industrial engineers, and sociologists 
on the causes of and remedies for worker alienation in modern 
industrial society, have led to a major effort on the part of many 
consultants; researchers, and managers to improve the quality of life 
in the work place. An important statement of the philosophy of this 
movement and a series of cases illustrating work redesign was pub- 
lished by Davis and Cherns (1975). In a more recent analysis, Hack- 
man (1977) notes that sociotechnical theory is one of the most 
general and elegant theories of job redesign, but its very generality 
creates some problems in that it becomes difficult to specify opera- 
tionally just how a job is to be redesigned, how an autonomous work 
group is to be created, or how management structure and organiza- 
tion design are to be formulated to achieve the desired quality of 
work life. Though individual investigators—for example, Cummings 
and Srivastva (1977)—give specific operational criteria by which to 
analyze jobs and social systems, there is as yet no consensus of 
opinion. 

Many important quality of work life experiments have been 
spawned by specific job redesign efforts such as those of Hackman 
(1977), Walton (1974, 1975), Ford (1973), Myers (1970), and others 
which are built on more direct specification of job characteristics 
such as those outlined in Chapters 4 and 5. Nevertheless, so- 
ciotechnical theory stands as one major seminal approach toward the 
Poe of work and ultimately the redesign of organizations them- 
selves. 


ORGANIZATIONS AS OVERLAPPING 
GROUPS, ROLE SETS, AND COALITIONS 


A number of theorists and researchers have noted that to think of 
organizations in terms of individual decision makers arranged in 
various hierarchies or networks such as those depicted in the typical 
organization chart is out of line with the reality of organizational 
functioning. In other words, the organization chart represents only 
one of a number of communication channels between people in 
organizations; therefore, if we are to understand organizations as 
complex systems, we must start with more realistic building blocks. 
Three examples can be cited of this line of thinking. 


Likert’s Overlapping Group Model 


The two key ideas Likert (1961, 1967) has contributed to organi- 
zation theory are (1) that organizations can be conceptualized as 
systems of interlocking groups; and (2) that the interlocking groups 
are connected by individuals who occupy key positions of dual 
membership, serving as linking pins between groups. 

This model draws our attention to two important points. First, 
the relevant environment for any given group or system is likely to 
be a set of other systems or groups, not something impersonal. This 
set is composed of three parts: (1) larger-scale systems, such as the 
whole complex of organizations performing a similar job, or even 
society as a whole; (2) systems on the same level, such as compar- 
able organizations, consumer and supplier organizations, community 
groups, and so on; and (3) subsystems within the given system, 
including both formal and informal work groups.* 

Second, Likert recognized that the organization is bound to its 
- environment through key linking people who occupy positions in 
both the organization and some environmental system, and the parts 
of the environment may well be linked to each other through similar 
key people. To the extent that this model is correct, it suggests not 
only a relevant point of entry in analyzing system/environmental 
relations (the location of linking pins), but also implies an interde- 
pendent network among the parts of the environment. Consequently, 
if an organization is to understand and deal with its environment, it 
must seek out and understand these interdependencies. 

Katz and Lazarsfeld’s (1955) analysis of the “two-step” flow of 
communication provides a good example of this point. These inves- 
tigators discovered that influence on consumer beliefs and prefer- 
ences doesnot result from direct exposure of the individual to 
relevant information and advertising, but rather from exposure to 
“opinion leaders” in the community. Thus, if an opinion leader in 
the realm of fashions or political beliefs changes his or her outlook, a 
great many individual consumers will then follow suit. The effect of 
advertising on the opinion leader is, therefore, the critical variable. 

If this phenomenon can be generalized, it argues that an organi- 
zation must be responsive to the opinion leaders in its environment, 
not to its individual consumers, suppliers, or employees. These lead- 
ers then act as linking pins between the organization and various 
individuals. Similarly, if several groups are involved and their opin- 
ion leaders influence each other, it is important for the organization 


3 It is beyond the scope of this book to analyze interorganizational relation- 
ships but some important work has been done in this field (Evan, 1978). 
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to know that the several groups are not independent portions of the 
environment. If it influences one, it may influence others as well. 


The Kahn Overlapping Role-set Model 


Kahn and his colleagues (Kahn, Wolfe, Quinn, Snoek, & Rosen- 
thal, 1964) have pointed out that while the overlapping group model 
is closer to organizational reality, it still misses the important point 
that psychqlogical groups and formal groups may be different. In 
Likert’s model, no clear provision is made for distinguishing be- 
tween types of groups, making it difficult to accurately identify the 
key linking pins. Kahn has proposed that instead of groups, one 
should consider what sociologists have termed role sets. If one con- 
siders the formal positions in an organization as ‘“‘offices,” and the 
behavior expected of any person occupying an office as his or her 
“role,” one can then ask, What other offices are linked to the particu- 
lar one under consideration in the operating organization? Or, to put 
it in terms of the role concept, one can ask, Given a focal person 
fulfilling an organizational role, with whom else is that person con- 
nected or associated in performing the role? The set of people— 
superiors, subordinates, peers, and outsiders—with whom role-re- 
lated relationships exist then constitutes the role set. The organiza- 
tion as a whole can then be thought of as a set of overlapping and 
interlocking role sets, some of which transcend the boundaries of the 
organization. 

The behavior of members of an organization can then be stud- 
ied in terms of (1) role overload—where the sum total of what role 
senders expect of the focal person far exceeds what he or she is able 
to do; (2) role conflict—where different members of the role set 
expect different things of the focal person; or (3) role ambiguity— 
where members of the role set fail to communicate to the focal 
person expectations they have or information needed to perform the 
role, either because they do not have the information or because they 
deliberately withhold it. 

The kinds of expectations members of a role set hold, the 
manner in which they attempt to influence focal persons, the focal 
persons’ perceptions of sender expectations and influence attempts, 
their reactions to these, and their attempts to cope with the feelings 
and tensions that may be generated can then be related to organiza- 
tional factors (rank, type of job, reward system, and so on), to per- 
sonality factors in either focal persons or role senders, and to 
interpersonal factors that characterize the nature of the relationship 
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between the role senders and the focal persons (degree of trust 
relative power, dependence, and so forth). ; 

For example, in their study, Kahn and his colleagues show that 
role conflict will be greater if the role set includes some members 
who are inside and some who are outside the organizational bound- 
aries. Role conflict and ambiguity also tend to be greater the higher 
the rank of the focal person in the organization structure. On the 
other hand, the coping responses of the focal person subject to role 
overload, conflict, or ambiguity often reduce tension but at the ex- 
pense of organizational effectiveness. For example, the person who 
perceives conflict may deal with it by ignoring or denying some of 
the legitimate expectations that some members of his role set have 
communicated, resulting in a portion of the job remaining undone. 
In general, people do not attempt to resolve conflict by bringing 
together the various role senders whose demands are conflicting, 
thus making it impossible to achieve an integrative solution. 

Kahn’s study underlines the great degree of interdependence 
among organizational variables like rank, location of position in the 
structure, role expectations, coping patterns in response to perceived 
conflict,.and effectiveness of role performance. Kahn’s focus on the 
concept of role also highlights the possibility that more abstract 
concepts of organization (for instance, overlapping role sets) are 
amenable to empirical research. 


Cyert, March, and Simon's Theory 
of the Firm . 


Cyert and March (1963) and March and Simon (1958) in their 
highly influential studies of how organizations set goals and make 
decisions, reached the conclusion that an organization is, in reality, 
a complex coalition of individuals and groups with diverse goals, 
needs, desires, talents, and orientations. In order to understand goal 
setting and decision making, one must recognize from the outset that 
there exists within organizations a process of continuous bargaining 
for power, and that coalition members use various forms of side 
payments to induce others to join with them in the pursuit of their 
particular goals. For example, side payments can take the form of 
offers of money, status, position, or authority, so that in essence one 
can think of a ‘managerial coalition” bargaining with an “employee 
coalition” to induce the latter to join and work for the organization 
through the offer of wages and benefits of various sorts. Similarly, in 
bargaining with stockholders, mauagement attempts to induce in- 


200 Organizational Psychology 


vestment in the firm by offering as side payments good dividends on 
shares of stock. Obviously the ability to make side payments, the 
possession of money or other scarce resources which are desired by 
another group, gives a coalition more power in the total organiza- 
tion. 

Commitments of resources as side payments to various coali- 
tions (for example, high wages to employees or high dividends to 
stockholders) become a constraint on the possible future actions of 
the organization; they reduce the organization’s flexibility by limit- 
ing its resources. Of course, as organizations interact with their 
various environments and as coalitions relate to each other and to 
the organization, they learn to revise their goals. Thus the total goal- 
setting process of the organization can be seen to be a process of 
bargaining, limited by prior commitments and influenced by organi- 
zational learning. For the organization to survive and adapt, it needs 
“organizational, slack’’—that is, resources not committed by prior 
decisions. If there is no surplus production capacity, no extra talent 
or uncommitted money to invest in new programs, the coalitions 
within the organization will basically be stymied in any attempt to 
change the course of the organization. ; 

One of the great advantages of the organizational models that 
evolved from this line of thinking is that they mesh more readily 
with the organizational and decision-making models that predomi- 
nate in political science and public administration. In studying pub- 
lic organizations such as government bureaus, foundations, hospi- 
tals, and community organizations, it has always been clearer that 
organizations are composed of complex coalitions that bargain for 
power with each other and, therefore, that the process of setting 
organizational goals and policies has to be conceptualized in terms 
of bargaining compromises rather than the rational pursuit of pri- 
mary goals (Janis & Mann, 1977; Allison, 1971; Lindblom, 1959, 1965; 
Hickson, Butler, Axelson, & Wilson, 1978). One of the real weak- 
nesses of organization theories built on an analysis of business or- 
ganizations is that they overemphasized the pure “rationality” of the 
organization and underemphasized the degree to which organiza- 
tional decisions result from complex negotiations between various 
individuals, groups, and role sets, many of which have membership 
both inside and outside the organization. Simon’s concept of the 
Manager as one who satisfices (reaches a workable decision) rather 
than maximizes—because rationality is always limited or bounded— 
is one of the most important insights which has come out of this line 
of thinking (Simon, 1960). 


THE NEOSTRUCTURALISTS—NEW EFFORTS 
TO BUILD FORMAL ORGANIZATION 
THEORY 


The classical structuralist approach to organization theory derived 
from an analysis of “bureaucracy” and led to a whole host of prin- 
ciples of organization based on a static system in a static environ- 
ment. Some of these principles inw!uded “unity of command” {every 
person must have only one boss); “span of control” (no supervisor 
should have more than a certain number of subordinates reporting to 
him or her—usually 10 to 15); ‘authority should equal respon- 
sibility” (a boss should have control over those things for which he 
or she is responsible), and so on. 

A number of sociologists, organization theorists, and manage- 
ment analysts saw merit in these principles and began to combine 
them with ideas from the more dynamic open systems theory. There 
is as yet no one approach that can claim to be a total theory of 
organization, but the various pieces are important enough to be 
reviewed separately. 

As has been pointed out, the difficulty in building theory is ‘to 
identify the key elements or variables that are operative and then to 
develop: good taxonomies for such variables—taxonomies that help 
us sort out observable organizational realities. Probably the most 
powerful of such taxonomies is Etzioni’s classification of types of 
organizational authority and member involvement (see pp. 45-46). 
The work we will discuss now is consistent with and builds on the 
Etzioni typology. 


Focus on Organization/Environment 
Interaction—Thompson and Duncan 


Systems theory has focused organization analysis on the inter- 
action of the organization with its environment, but a comprehensive 
listing of relevant variables is not yet available. Thompson and 
McEwen (1958), building on the bargaining models of March, Simon, 
and Cyert, asserted that how an organization will set its goals will 
ultimately be a function of the degree to which it can control its 
environment versus being controlled by it. Figure 11.1 shows their 
basic environmental control dimension, examples of the types of 
organizations typical of different positions along the continuum, and 
the basic kind of goal-setting process that is appropriate at each 
segment along the dimension. . 
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Large 
multinational 
corporations 


“Grass roots” 
consumer 
groups 


Political 
parties 


Medium- 
sized 
companies 


Environment has 
total control 
over organization 


Organization has 
total control 
over environment 


BARGAINING a 
STRATEGY: Competition Bargaining Co-optation Coalition 


Fig. 11.1. Power continuum in organizational-environmental relations (based on Thompson 
and McEwen, 1958). 


Thus, for example, a large multinational company which, by 
virtue of its size, is relatively high in the degree to which it controls. 
its environment can afford to engage in pure competitive behavior 
motivated primarily by rational self-interest. Medium-size organiza- 
tions that must coexist with a number of others in their environment 
are forced into more of a bargaining stance. Public utilities or politi- 
cal parties, which have still less control of their environment, often 
attempt to deal with that environment by ‘“‘coopting”’ certain trouble- 
some portions of the environment. For example, a political party 
may merge with a competing faction in order to gain strength, or a 
company may promote a dissident union leader into management 
ranks. Finally, loosely organized groups such as consumer coopera- 
tives, which have relatively little control over their environment, can 
only cope by forming coalitions with other such groups in an at- 
tempt to increase their power relative to other environmental groups. 

This kind of analysis helps one to understand, for example, the 
response of business firms to government regulation, consumer 
movements, and advocacy groups such as Ralph Nader’s. If the firm 
feels it can control the environment, it will fail to respond to initial 
regulatory attempts. Weak consumer groups may then lobby certain 
congressional committees in an attempt to coopt a more powerful 
environmental element. Should its lobbying tactics work, the firm 
will have less power and be forced to adopt more of a bargaining- 
type response. 

A somewhat more general model of the impact of the environ- 
ment on the organization was provided by Duncan (1972, 1973). His 
analysis attempted to specify which characteristics of the environ- 
ment would create problems for an organization because they would 
increase “environmental uncertainty.”’ 


1. Lack of information on which factors in the environment will be most 
relevant to the organization’s functioning; for example, lack of knowl- 
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edge of consumer attitudes in regard to a new product: inability to 
determine whether political instability in some part of the world will 
affect certain market areas; inability to determine which sociopolitical 
factors might affect the price of oil; inability to forecast future technol- 
ogy in key areas. 

2. Inability to assign probabilities to given known environmental factors; 
for example, inability to determine how likely it is that OPEC nations 
will raise the price of oil; inability to determine the likelihood that the 
government will strictly enforce its equal employment opportunity regu- 
lations. 

3. Lack of information on the costs of an incorrect decision: for example, 
lack of information on the costs of building new factories overseas if 
the local governments decide to nationalize all of their local industry 
and expropriate foreign companies; lack of information on the costs of 
lawsuits against the company if employees decide they have been 
discriminated against on the basis of age, sex, or minority status. 


These factors are then combined into a fourfold classification of 
types of environmental uncertainty (Figure 11.2) based on two fur- 
ther dimensions for analyzing the environment: simplicity to com- 
plexity and stability to instability. Thus, Duncan hypothesized that 
the lowest perceived uncertainty of the environment occurs in sim- 
ple, static environments where there are only a few relevant factors 


Static 


Dynamic 


Simple 


CELL 1: 
Low Perceived Uncertainty 


. Small number of factors and 


components in the environment 


. Factors and components are 


somewhat similar to one another 


. Factors and components remain 


basically the same and are not 
changing 


CELL 3: 
Moderately High 
Perceived Uncertainty 


. Small number of factors and 


components in the environment 


. Factors and components are 


somewhat similar to one another 


. Factors and components of the 


environment are in continual 
process of change 


Complex 


CELL 2: 
Moderately Low 
Perceived Uncertainty 


. Large number of factors and 


components in the environment 


. Factors and components are not 


similar to one another 


. Factors and components remain 


basically the same 


GELL 4: 
High Perceived Uncertainty 


. Large number of factors and 
components in the environment 
. Factors and components are not 
similar to one another 

. Factors and components of 
environment are in a continual 
process of change 


Fig. 11.2 A model of degree of environmental uncertainty based on degree of Complexity 
and stability of the environment. Source: R. B. Duncan, ‘The characteristics of organiza- 
tional environments and perceived environmental uncertainty,’ Administrative Science 
Quarterly, 1972, 17, 320. 
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which are relatively predictable and stable (cell 1). The highest 
perceived uncertainty is experienced by organizations operating In a 
complex environment—that is, one characterized by a large number 
of dissimilar factors that are continuously changing (cell 4). Duncan 
also found that stability is more important than complexity in deter- 
mining uncertainty; in other words, environments with a few unsta- 
ble factors were seen as more uncertain and threatening (cell 3) than 
environments with many, dissimilar but relatively more stable fac- 
tors operating (cell 2). | 

For example, it would be easier for a company simultaneously 
to deal with political, social, and economic factors if they changed 
relatively slowly than to deal with only a single economic factor 
such as the price of energy if it was changing very rapidly and 
unpredictably. Thus, Duncan’s table can be used as a first step in 
deciding what kind of organizational strategy to adopt under specific 
circumstances, from pure competitive behavior to coalition forma- 
tion. To follow the previous example, the more the price of energy 
continues to fluctuate unpredictably, the more one would expect 
large organizations to attempt to form coalitions with energy pro- 
ducers, a strategy aptly coined in the phrase, “If you can’t beat ’em, 
join ’em.” 

A further analytical insight is offered in Thompson’s (1967) 
analysis of decision-making strategy as a function of (1) goal consen- 
sus among the dominant coalitions in an organization, and (2) the 
degree to which there is certainty about how to accomplish a given 
goal. The first of these variables resembles Cyert’s and March’s the- 
ory of the firm, but by combining it with the dimension of cer- 
tainty—and Duncan’s analysis of how certainty can begin to be 
measured—one can derive a more powerful taxonomy of managerial 
decision types. Figure 11.3 shows the basic typology and identifies 
four kinds of managerial decisions or leadership styles: 


PREFERENCES REGARDING 
POSSIBLE OUTCOMES 


Certainty Uncertainty 


Computational 
strategy 


Judgmental Inspirational 
strategy strategy 


Fig. 11.3. Types of managerial decisions needed under different conditions of uncer- 
tainty. Source: J. D. Thompson, Organizations in Action (New York: McGraw-Hill, 1967), 
p. 134. Used by permission. 
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Riigge,4o MAMMA totnice dociscn tenet ee one 
tk ; ision making much as one 
routinizes mathematical problem solving once the rules are known. 
Thus a shared decision can be reached to develop a new product for 
which the technology is known and for which a clear market exists. 

2. Compromise: If there is high certainty about how to achieve various 
different kinds of goals but low consensus on which goals should be 
sought, management finds itself having to make compromises and en- 
gage in various kinds of bargaining behavior of the kind that Cyert and 
March identified. One such situation might be compromise on which of 
several products to develop where the technology for each is well- 
known but where lack of consensus exists on the size of the profit 
margins each will yield in the short and long run. 

3. judgmental: If there is high goal consensus but the environmental/ 
organizational interaction is such that there is low certainty about how 
to achieve a given goal, what is needed is good judgment on how to 
maximize the probabilities of desired outcomes and minimize the prob- 
abilities of undesired outcomes. Thus, judgment is needed where the 
market for a given product is clear and where profit goals are clearly 
agreed upon but the costs of developing the product are highly uncer- 
tain because of changing technology. 

4. Inspirational: \f there is neither consensus on goals, nor any degree of 
certainty on how to achieve a given goal, what is needed is an 
inspirational leader who combines the ability to pull diverse coalitions 
together and the judgment to make the decisions with the highest 
probabilities of desired outcomes. The decisions which entrepreneurs 
make in the face of high environmental uncertainty to go ahead with 
certain products and market strategies are of this type. 


What this kind of analysis makes clear is that the various 
normative theories which attempt to specify “‘correct’’ leadership or 
managerial behavior, or “correct’’ ways to organize, often make in- 
adequate assumptions about the state of the organization/environ- 
ment interaction. If one sees the full range of possibilities in that 
interaction, one can also see why there are so many organizational 
structures and decision-making styles observable in organizations. 
This point will become even clearer when we examine -organiza- 
tional tasks and their related technologies. 


Focus on Organizational Goals— 
March and Simon, Perrow 


A number of theorists have focused on and refined the concept 
of organizational goals. Early in the chapter we saw that one way of 
looking at goals is to use the sociological concept of manifest and 
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latent functions—the functions organizations or institutions fulfill for 
society, some of which are made explicit and public, while others 


remain implicit and private. 
March and Simon (1958) make a similar distinction when they 


attempt to differentiate the following types of goals: 


1. Official goals: Those goals which are publicly stated by the organiza- 
tion’s founders or leaders and often find expression in its official char- 


ter. 
2. Operative goals: Those goals which reflect the real intentions of the 


leaders or dominant coalitions of the organization, but which are often 
concealed from the public. For example, a business may state as its 
official goal to maximize profits in order to give maximum returns on 
investments to stockholders. But its real intentions may be to survive 
and grow by capturing a larger share of the market, goals which entail 
heavy reinvestments and lower dividends, or an organization may state 
that it is an equal opportunity employer but its real intentions may be 
minimal compliance with the law. 

3. Operational goals: Those goals which can actually be measured con- 
cretely and thus permit some assessment of how well the organization 
is performing against agreed-upon criteria. Thus, the goal of ‘“growth’’ 
may be an operative goal, but it does not become operational until it is 
stated as an increase of 5 percent in sales over the next 12 months, or 
the addition of three new factories in five years in order to increase 
production capacity by 20 percent, and the like. 


Distinctions such as these have been found necessary by stu- 
dents of organizations because of the difficulty of describing an 
organization by just one set of goals. One clearly finds managers 
behaving in ways that are inconsistent with official goals, and one 
often finds in organizations behavior which seems self-defeating 
from the point of view of official or even operative goals. Unless one 
can specify what the organization is concretely measuring itself on, 
one cannot really understand what actual goals are being pursued. 

A further set of goal distinctions has been proposed by Perrow 
(1970) in an effort to clarify the multiple levels of analysis at which 
goals have to be studied if one is fully to understand organizational 
decisions: 


1. Societal goals: The point of reference here is society in general and 
these goals are therefore like the manifest or latent functions of an 
organization previously referred to. Examples would be to produce 
ea and services, to maintain order, to generate and maintain cultural 
values. 


2. Output goals: The point of reference here is that segment of the public 
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in direct contact with the organization—the clientele for whom the 
Products or services are created. Examples would be the creation of 
consumer products, business services, health care, educational pro- 
grams, and so on, what sociotechnical systems theorists tend to call the 
“primary task’’ or “core mission’’ of the organization. 

3. System goals: The point of reference here is the organization itself and 
the concern is with the manner in which it functions, independent of 
the particular outputs it creates. Examples would be the goals of 
growth, efficiency, obtaining market share, certain profit levels, being a 
certain kind of organization in terms of style or climate, being a leader 
in the industry, and so on. It is these kinds of goals which often given 
the organization its particular “personality” and which, if they are 
confused with output goals, can cause a great deal of difficulty. If, in 
attempting to maiatain a certain style, the Organization loses sight of its 
important output goals, it may unwittingly threaten its own survival. 

4. Product characteristic goals: The point of reference here is the actual 
product or service, whether the emphasis is on quality or quantity, 
variety, styling, availability, uniqueness, innovativeness, or whatever. In’ 
one sense these goals are more specific derivatives of the output and 
system goals in that certain combinations of what the organization is 
basically creating and its style will dictate product characteristics. 

5. Derived goals: The point of reference here is the organizational leader- 
ship itself and what it chooses to do with the power and resources it 
accumulates while pursuing the other goals. For example, an organiza- 
tion may use its power and wealth for certain political goals, or to build 
up the community in which it operates, or to support the arts or local 
educational institutions, or to provide maximum personal development 
for its own employees. Organizations generate power and resources 
which they can choose to use in consistent ways to influence the 
external or internal environment, and these goals are independent of 
the goals that generated the power or resources in the first place. 


Perrow concedes that these categories are not always clearly 
distinguishable in a particular case, but it is very important to make 
the analytical distinctions in order to understand what actually hap- 
pens to organizations as they evolve and develop. It is particularly 
important when organizations engage in strategic planning activities 
that they learn to distinguish their societal and output goals—those 
things which ultimately justify the survival of the organization in the 
total society—from the secondarily generated system, product, and 
derived goals. Many of the essential components of planning exer- 
cises should be especially geared to helping top managements first to 
identify clearly what their output goals are and what justifies their 
continued existence as an organization before they discuss system, 


product, or derived goals. 
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Focus on Technology and Organizational 
Tasks 


One of the most persistent questions in organization theory has 
been, What is the best way to organize something? or, alternatively 
stated, By what criteria should one determine organizational struc- 
ture? Early classical theories attempted to derive general principles 
about such things as optimal number of subordinates, but observa- 
tions of organizations had shown that effectiveness did not necessar- 
ily correlate with the degree of adherence to these principles, forcing 
students of organizations to look for other kinds of variables to 
explain the relationship between organizational form and effective- 
ness. 

An obvious candidate for such an explanatory variable was the 
nature of the task the organization was supposed to perform, that is, 
the goals the organization set for itself and the technology involved 
in the accomplishment of those goals. A number of researchers in 
England began to study large numbers of organizations in different 
industries in order to determine how organizational form related to 
effectiveness. Thus, for example, Burns and Stalker (1961) distin- 
guished between those firms with fairly stable production tech- 
nologies and those with rapidly moving, dynamic technology (for 
example, electronics products). In the more stable technological en- 
vironment a more ‘mechanistic’ managerial style worked well, char- 
acterized by rigidly prescribed structure, well-defined duties, clear ~ 
power and lines of authority for each organizational role, a strong 
hierarchy of command, and primarily vertical hierarchical commu- 
nications. By contrast, in the more dynamic technological environ- 
ment, they found that a more “organic” style was better suited, 
characterized by a relatively flexible structure, continual adjustment 
and redefinition of individual tasks through interaction with others, 
more lateral than hierarchical communications and control, ard a 
wide dispersion of power based on technical expertise rather than 
organizational rank. 

Woodward (1965) studied approximately 100 British firms to 
determine whether their organizational structures were related to 
three major types of technology which she distinguished:. 


1. Unit and small batch technology, in which customized products are 
made for individual customers 

2. Large batch and mass production technology such as that found on the 
assembly line 

3. Process technology, which involves the transformation of raw materials 
through a series of continuous (chemical) processes 
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Woodward found that the companies with different  tech- 
nologies demonstrated characteristic patterns and that the most effec- 
tive companies within each group were the ones closest to the 
median for that category, suggesting that there were optimal organi- 
zational forms. For .example, with increasing technological complex- 
ity, as one moves from unit to mass to continuous-process 
technology, the number of subordinates under a given executive 
increased, the number of levels in the organizational hierarchy in- 
creased, the ratio of administrators, supporting staff and specialists 
increased, relative labor costs decreased, and so on. A more formal, 
structured approach seemed best suited to mass production technol- 
ogy, while a more flexible organization seemed better suited to both 
unit and process technologies. 

Subsequent studies by Pugh (1973), Hickson and his colleagues 
(1969), and others called the Aston Group showed that the effects of 
technology tended to apply only to those parts of the organization 
intimately involved with that technology—typically the production 
departments—and that one could not infer organizational structures 
in other functional departments such as accounting and marketing, 
or in the firm as a whole unless it was very small. They argued for a 
more contingent set of relationships, namely, that technology will 
influence organization only if organizational size and type of depart- 
ment are controlled for. 

In a more recent study, Mahoney and Frost (1974) focused on 
specific departments rather than total organizations and used the 
three-part typology of technologies proposed by Thompson (1967): 


1. Long-linked technologies, in which there is a series of interdependent 
steps such as in the assembly line or in continuous process work 

2. Mediating technologies, in which the work unit links otherwise inde- 
pendent units into a system through the creation of standard operating 
procedures (for example, a bank which brings depositors and borrowers 
together into a system through mediating the transactions between 
them) 

3. Intensive technologies, in which each task sequence is uniquely applied 
to the particular needs of a given client based on feedback from earlier 
steps (for example, the professional service organization such as a 
hospital which provides many specialized services in particular com- 
binations on behalf of an individual patient). 


Using managerial judgments as to which factors contributed 
most to effectiveness, Mahoney and Frost found that in long-linked 
technologies such as in data processing, the important factors were 
planning, efficient utilization of employee skills for task perform- 
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ance, and tight supervisory controls (resembling Burns and Stalker’s 
“mechanistic system”). In mediating technologies such as clerical 
departments in an insurance company, effectiveness was related 
more to the ability to remain flexible and adaptive to the needs of 
the moment. In intensive technologies such as research laboratories, 
managers related overall effectiveness more to effective utilization of 
employees, the building of cooperation and team spirit, the personal 
development. of employees, and careful staffing of projects (more 
similar to Burns and Stalker’s “‘organic’”’ system). 

In summarizing these and many other research studies on the 
relationship of technology to organization structure, Steers (1977) 
concludes that there is no simple, consistent relationship between 
technology and structure, though there is some evidence that more 
complex, unstable technologies are less likely to be associated with 
more formal hierarchical structures. 


Perrow’s Integrative Framework 


Though the research evidence is not yet conclusive, enough 
trends have been identified to enable some theorists to construct a 
generalized framework for analyzing the relationship between tech- 
nology, environmental uncertainty, and organizational form. For ex- 
ample, Perrow (1970) starts with two characterisics of organizational 
tasks (basic underlying dimensions of technology): 


1. The degree to which the task is routinized and has few exceptions 

2. The degree to whch the task to be performed is based on analyzable 
principles and known ways of solving problems (versus having con- 
stantly to invent new solutions because of variations in the problems 
-posed) 


These two dimensions enable Perrow to sort various kinds of 
technologies into a fourfold table as shown in Figure 11.4. In cell 1 
we have what might best be characterized as the ‘“‘craftsmanship” 
approach. The raw material and the basic product remain essentially 
the same, but individual customers may want some special feature. 
Examples might include a factory producing fine glassware, a musi- 
cal-instruments factory, or other industries which Woodward would 
classify as “unit or small batch” production. For such organizations 
a decentralized production organization in which the lowest techni- 
cal levels have relatively low job discretion while supervisors have 
high power and high discretion appears to be most typical. 


TASK VARIABILITY 


Non-Uniform and Unstable: 
Many exceptions 


R&D 


Unanalyzable Search. 
Cause and effect 
not well understood 


Craft 
(decentralized) 


Manufacturing 


METHODS FOR (flexible, polycentralized) 


RESOLVING 
UNCERTAINTY 


Analyzable Search: 


Cause and effect 
well understood 


Routine 
Continuous process 
(formal, centralized) 


Engineering 
(flexible, centralized) 


Fig. 11.4 Types of production technologies (Perrow, 1970). 


Cell 2 is what Perrow calls ‘‘nonroutine manufacturing” or, at 
the extreme, R&D types of work which require a much more flexible 
organization, the kind that Burns and Stalker would have called 
“organic structures.’’ Organizations in these industries ideally dis- 
play high discretion at both the technical and the managerial level, 
high interaction, decentralization of decision making according to 
expertise, a high degree of interdependence and, therefore, a high 
neec for effective coordinating structures. 

Cell 3 involves custom-made products, but in areas well known 
for their amenability to technical and analytical solution. Hence we 
are here dealing with engineering firms that design customized 
equipment for manufacturing firms and production organizations 
that apply such designs to making drill presses, electric motors, and 
so on. In this model the technical level has relatively more discretion 
because it possesses the problem-solving techniques needed to de- 
sign and manufacture the process. Coordination is achieved through 
high interaction with and feedback from the consumer. The organi- 
zation is flexible but also centralized because of the known problem- 
solving routines. 

Cell 4 is the traditional routine manufacturing operation involv- 
ing mass production or continuous process operation where the 
technology is well understood. Thus, both of Woodward's other 
types, the ‘“‘large batch assembly” and the ‘continuous process’’ fall 
into this cell, since both share what Thompson has termed long- 
linked technologies and a high degree of sequential interdepen- 
dence. Firms in this cell display the greatest tendency toward the 
formal, centralized, bureaucratic form of organization where coordi- 
nation is achieved primarily through rules and plans, however, it 
should be noted that, at the extremes, in continuous process tech- 
nologies sich as automated oil refineries, this does not hold true. At 
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the extremes the relationships are instead adaptive to the particular 
characteristics of the task being performed, so that in the oil refinery 
there is a high formalization but also high decentralization down to 
skilled operators who have high levels of responsibility and high 
discretion within a well-defined set of rules (Blauner, 1964). 

The real contribution of Perrow’s model is that it integrates 
much of the work on task, environmental, and technological char- 
acteristics into a single framework which makes it possible to sort 
out the characteristics of organizational tasks in a more systematic 
fashion. However, the data to support this more complex taxonomy 
remain to be gathered, and some dynamic theories as to why organi- 
zations need to structure themselves in the way they do are not fully 
developed in Perrow’s model. 


SUMMARY 


In this chapter we have reviewed early open systems models of 
organizations and some of the many efforts to produce taxonomies 
that illustrate the complex relationships between the organization’s 
environments, its mission, goals, and tasks, and its internal structure. 
What a review of these taxonomies shows is once again the complex- 
ity of the phenomena we are dealing with. If it is hard to get a 
simple, clear view of human nature, and if it is hard to get a simple 
clear view of the process of leadership and influence, and if it is 
hard to understand the dynamics of groups, it is even harder to get a 
simple, clear view of something as complicated as the overlapping, 
diffuse set of coalitions, role sets, and formal -and informal groups, 
all of which are trying to achieve multiple goals in a turbulent, 
complex environment—the thing we call organizations. 

Nevertheless, we live in an organizational society and if we do 
not make at least an effort to understand organizational phenomena 
we run the danger of becoming victimized by them. It is small 
comfort to complain about bureaucracy, to laugh at organizational 
inefficiency, or to fear organizational power to control our lives. 
What we must seek is sufficient understanding to be able to influ- 
ence organizations. In the taxonomies and concepts presented above 
we have laid a foundation for such understanding. But the concepts _ 
are rather static and global. In the next chapters we turn to more 
dynamic concepts of organization change and development, and to 
models of crganizations which are less global. 


| The Organization 
/asaDynamic, 
"Developing 


: - = System 


INTRODUCTION AND PURPOSE 


In this chapter I will present several developmental models of organ- 
izations which lead to a redefinition of what we mean by organiza- 
tion. These models make it possible to think about organizations as 
dynamic systems because they emphasize some of the processes that 
occur in organizations over time as they face different kinds of 
external and internal events. Lawrence and Lorsch provide one key 
set of concepts in elucidating the effects of ‘‘differentation’’ and 
“integration”; Galbraith shows how different kinds of organizational 
design decisions can be related to information-processing require- 
ments as an organization grows and becomes more complex; Kotter 
develops a dynamic diagnostic model which ties together many of 
the structural elements identified in the last chapter and lays a 
foundation for how to intervene constructively if one wishes to 
influence organizations. 

Following these models I will review a concept of organiza- 
tional health and propose an organizational coping model which 
leads to an analysis of “organization development” and the concept 
of action research. 
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Focus on the Effects of Differentiation and 
Integration: Lawrence and Lorsch 


Lawrence and Lorsch (1967) developed a way of thinking about 
organizations which made it possible to explain why different kinds 
of organizations are more or less effective in different kinds of 
environments or technologies. Their key premise is that each func- 
tional part of an organization, be it production, research, or sales, 
deals with a different part of the total environment and the people in 
that area develop a cognitive point of view which reflects their 
particular adaptation to that specific part of the environment. This 
process is called differentiation and is exemplified by the contrast 
between research and sales. A research person, for example, usually 
has a long time horizon, is often in a technological environment 
where a breakthrough is difficult, will make many false starts and 
will take months or years to get results even in a dynamic technol- 
ogy, and is oriented toward recognition from professional colleagues; 
the sales manager in that same company has a very short time 
horizon, is oriented toward a variety of customers, gets knowledge of 
results very quickly, and is concerned about issues which are of little 
interest to the research person and which change daily or weekly 
even in fairly stable sales environments (for example, pricing policy). 

The other key process which every organization must deal with 
is integration, the bringing together of these widely differing cogni- 
tive styles and problem-solving approaches into a coherent, goal- 
oriented set of activities. In studying a wide range of organizations, 
Lawrence and Lorsch found that effective organizations dealt with 
such differences by developing integrative structures which served 
to mediate and coordinate rather than to compel each of the func- 
tions to adopt a common point of view. Thus, within any given 
organization there are usually several different kinds of tasks to be 
performed, which reflect different environmental and technological 
characteristics. A key to effective total performance is the manner in 
which one integrates the different tasks into a coherent organiza- 
tional strategy. 

Every organization must determine its optimum degree of dif- 
ferentiation in terms of the particular characteristics of its different 
environments, and must choose an appropriate means of integration 
based on an analysis of which functions give the organization its 
particular competitive advantage in the marketplace. Some busi- 
nesses, for example, may conclude that the key to their future suc- 
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cess lies in new product development, which means that those 
functions in need of special integrative strategy would be R&D, 
engineering, and production. Other businesses might conclude that 
the key to their future is the development of new markets for old 
products, which would require integration among sales, marketing, 
and production. Still other businesses might decide that their suc- 
cess will depend upon increasing their ability to produce for existing 
markets, a strategy that might require high integration among finance 
(to raise the money to build new plants), production, and personnel 
(to ensure that an effective labor force will be available). 

Integrative mechanisms can be individual managers, commit- 
tees, or entire departments, depending upon the size of the task. 
When individual managers had to fulfill integrative roles at the 
“interface” between departments, it was found that the successful 
integrator had empathy for both points of view, derived his or her 
influence from being closely related to the departments rather than 
being a high-ranking officer of the company, tended to be open and 
confrontive rather than suppressing or avoiding potential afeas of 
conflict, and tended to push decisions down to the lowest level 
where relevant information was available. 

In summary, whereas Woodward, Thompson, Duncan, and Pef- 
row (see Chapter 11) were concerned with basic models of the 
technological environment that related departmental structufe to a 
specific aspect of the environment, Lawrence and Lorsch have shown 
that total organizations, particularly large ones, usually do not reflect 
the organizational arrangements which may be appropriate to the 
production function. The manner in which the total organization is 
structured will reflect the resolution of the multiple problems of (1) 
how best to differentiate (geographically, by technology, by product 
or service groupings, or on some other basis); (2) how to locate the 
critical interfaces between differentiated units (those which are most 
necessary to ensure the organization its competitive advantage); and 
(3) what mechanisms to use to integrate or coordinate across the 
critical interfaces or boundaries that have been identified. 


Focus on Information Processing— 
Galbraith’s Theory of Design 


Galbraith’s (1973, 1977) model begins with the assumption that 
the organization is a complex system whose primary problem of relat- 
ing to its environment is the acquiring and utilization of information. 
In effect, the various models of technology and the environment re- 
viewed in the last chapter can all be seen as information-processing 
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models, and the problem of organization design can be viewed as a 
matter of information utilization in the service of organizational goals. 

The design of organization structure is a process that occurs 
over time. It is a process of deciding how to maintain a coherence 
between strategy choices. choices about division of labor (differentia- 
tion), about the processes of coordinating the different units (integra- 
tion), about how to integrate individuals into the organization, and, 
finally, about how to change any and all of the above in order to 
adapt to changes in the environment. 

Starting with the basic propositions of contingency theory that 
(1) there is no one best way to organize, and (2) not all the ways to 
organize are equally effective, Galbraith notes that the key problem 
facing the organization is ‘‘task uncertainty” defined as the ‘‘differ- 
ence between the amount of information required to perform the task 
and the amount of information already possessed by the organiza- 
tion” (1977, pp. 36-37). This definition is entirely consistent with 
the taxonomies proposed by Duncan and Perrow but puts the prob- 
lem squarely into a dynamic context by focusing on a diagnosis of 
how much information is needed and how much information is al- 
reddy available. Thus, the degree of product or technological diver- 
sity determines the number of different variables about which the 
organization must collect information. Internal factors deriving from 
the number of different specialities involved in task accomplishment 
are also related to product diversity and technological complexity. 
The other major factor which Galbraith considers is more closely re- 
lated to March, Simon, and Cyert’s model of decision making—the 
degree to which product quality, quantity, and the meeting of sched- 
ules interact with other organizational goals and are constrained by 
prior commitments (money or resources tied up in other products) or 
by bargaining outcomes (getting the cooperation of a powerful coali- 
tion where little initial goal consensus exists). 


The greater the uncertainty, the greater the amount of decision mak- 
ing and information processing. It is hypothesized that organizations 
have limited capacities to process information and adopt different 
organizing modes to dea) with task uncertainty. Therefore, variations 
in organizing modes are actually variations in the capacity of organiza- 
tions to process information and make decisions about events which 
cannot be anticipated in advance. (Galbraith, 1977, p. 39) 


Figure 12.1 shows nine alternative ways for dealing with in- 
creasing amounts of uncertainty. These mechanisms can be seen as 
developmental and evolutionary as an organization moves from 
being simple and small to being complex and large. 


Hierarchy of authority 
Rules and procedures 
Planning and goal setting 
Narrowing span of control 


Environmental Creation of Creation of Investment in Creation of 
management slack resources self contained vertical information lateral relations 
tasks systems 
. Reduce the need for Increase capacity to 
information processing process information 


Fig. 12.1 Organizational design strategies for dealing with increasing amounts of uncer- 
tainty (Galbraith, 1977). 


1. Hierarchy of authority. If two or more people need to coor- 
dinate their efforts, the simplest and most efficient mode of process- 
ing the information between them is direct communication. How- 
ever, if they are geographically dispersed, or there are too many 
people for direct communication, or the people do not have goal 
consensus (the essence of the organizing activity), the next simplest 
processing mechanism is to build a hierarchy and to have all infor- 
mation flow downward through a single superior. This mechanism 
can be reproduced by building a muitilayered system such as the 
typical multilevel formal organization. However, each communica- 
tion channel can carry only a certain amount of information, and 
unkown amounts of distortion will occur in the transmission of 
information unless the information is relatively simple and distor- 
tion-free. If task uncertainty requires the communication of more 
complex information, the organization must use a more complex 
information-processing system. 

2. Rules, programs, and procedures. The basic purpose of 
rules, programs, and procedures is to keep the information channels 
free from irrelevant information in order to permit the upward trans- 
mission of data relating to exceptional circumstances. Thus, in a 
fairly predictable, simple task environment all contingencies can be 
identified ahead of time and manuals written which tell employees 
what to do in the case of each contingency. Only if something comes 
up not covered in the manual should the employee communicate 
upward for resolution of the issue by management. Thus with rules, 
programs, and procedures one also finds training programs and sys- 
tems designed to ensure standardized behavior by employees, for 
example, guidelines developed by industrial engineers for assembly- 
line workers or by airplane designers for pilots. Such a system, of 
course, reduces the discretion of lower levels of the organization and 
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can often lead to problems of low morale and alienation fron1 work— 
unless employees want to be only minimally involved in their work. 

Galbraith notes the important point that each mechanism iden- 
tified is added to the previous ones, not put in place of it; thus rules, 
programs, and procedures exist and function in addition to the 
hierarchy, not in place of it. But they minimize the amount of 
information the hierarchy must deal with. As task uncertainty in- 
creases, the hierarchy becomes overloaded with exceptions not cov- 
ered by the rules and time delays occur in providing solutions, thus 
again requiring the addition of new information-processing mech- 
anisms. 

3. Planning and goal setting. As information-processing needs 
increase, one response is to delegate more discretion to lower levels 
where the information exists, but this will only work if the organiza- 
tion has a way of ensuring that the employee with more discretion 
will make the correct response from the point of view of the overall 
goals of the organization. Two mechanisms for ensuring such re- 
sponses are (1) to increase the amount of craft and professional 
training of employees so that they will internalize the appropriate 
goals; and (2) to increase the amount of planning to ensure that 
employees will understand ahead of time where the organization is 
trying to go. 

Thus in the automated oil refinery as contrasted with the auto- 
mobile assembly plant, employees are much more professionalized 
and highly trained, enjoy much more discretion in dealing with 
unanticipated events, and are involved much more in the planning 
process. Planning serves to set targets and goals for the lower level 
unit, which then allow individuals or autonomous work groups to 
decide appropriate courses of action to achieve those goals. This 
approach is, in a sense, the essence of ‘‘management by objectives,” 
where it is the goal of every management level to involve the subor- 
dinate sufficiently in the target-setting process to ensure that the 
subordinates will know the targets, will have accepted them, and 
will therefore work to achieve them when unanticipated situations 
arise, making it possible to give each subordinate more discretion 
(increase the amount of ‘‘delegation’’). 

Once again it is important to note that those things which can 
be covered by rules and standardized procedures continue to be 
covered, and the hierarchy still exists to handle exceptions and to 
adjust plans if unanticipated events arise. It is also likely that as the 
organization grows and handles more of its decisions through plans 
and procedures, it will (1) generate the need for some staff special- 
ists to handle the administration of those plans and procedures, 
which means (2) that the number of administrative and staff people 
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will increase with task uncertainty and organizational size, (3) that 
fewer line managers will be needed, but (4) that because those line 
managers are freed of some administrative responsibilities, they may 
each be able to handle more subordinates, thus making the overall 
organization more efficient. 

4. Changing the hierarchy by reducing span of control. If the 
organization still continues to be overloaded, it can cope by reducing 
the span of control, that is, by giving each manager fewer people to 
supervise. However, this increases the total number of managers (a 
possible explanation for the observed phenomenon that as organiza- 
tional size and complexity increases the ratio of managers to direct 
employees tends to increase). This mechanism is thus expensive and 
not very efficient, since thé total number of organizational links 
across which- information must now be passed increases. Organiza- 
tions that find themselves in this situation soon begin to search for a 
better alternative. Basically there are two possibilities: mechanisms 
that reduce the need for information processing and mechanisms 
that increase the capacity to process more information (refer again to 
Figure 12.1). 

5. Environmental management. Organizations can adjust their 
basic strategy to deal with the information overload by trying to 
control portions of their environment. For example, if the production 
process is constantly disrupted by unpredictable deliveries of raw 
materials or if sales are unpredictable because of unreliable distribu- 
tion channels, the organization can “integrate vertically,” by which 
is meant that it can bring into itself more parts of the environment to 
gain control over those unpredictable elements. A wite manufactur- 
ing company can acquire a copper mine to ensure a constant supply 
of raw materials, or a food manufacturing company can acquire a 
trucking company to ensure reliable distribution of its products. 
Instead of relying on the production of new technology in the uni- 
versities, companies can develop their own research and develop- 
ment laboratories. If the problem is high labor costs due to 
unpredictable strikes and turnover caused by political unrest, com- 
panies begin to become politically active to influence government or 
union policies. If the problem is fluctuating raw materials costs such 
as the recent problems with the price of oil, companies begin to 
become politically active to influence foreign policy toward greater 
price stabilization. All of these devices can be seen as efforts to 
reduce the environmental uncertainty and thus the information- 
processing overload within the organization. However, all of these 
devices may be too costly, forcing still other responses. 

6. Creation of slack resources. One way of reducing the stress 
of information overload is to reduce performance standards, either by 


220 Organizational Psychology 


letting schedules slip or by hiring (buying) additional resouces spe- 
cifically to deal with these peak periods. Thus a machine shop that 
is dealing with fluctuating orders or a design group that is dealing 
with constantly changing design requirements can add extra ma- 
chines or extra engineers to handle periods of overload or it can 
slow down whenever a change occurs (thus letting the schedule slip) 
in order to solve the change problem. It has been empirically ob- 
served that most organizations maintain some slack resources to deal 
with task uncertainty. Whether or not this mechanism will solve the 
information-processing problem will, of course, depend upon its cost 
relative to the other mechanisms identified. 

7. Creation of self-contained tasks. As organizations grow, ac- 
quire more tasks and product lines, deal with more complex tech- 
nologies, and thus have more information to process, they are 
typically observed at a certain stage in their evolution to make a 
major design change from a “functional” to a ‘‘product” (or market) 
form of organization. The essence of this organizational change is to 
reduce the overload on the various functions (for example, engineer- 
ing, manufacturing, marketing, and sales) that results from too great 
a span of products or geographical territories. By setting up smaller, 
self-contained units, the necessary tasks are accomplished on a prod- 
uct or geographical basis that allows each new unit to be relatively 
autonomous. 

Consequently, each unit has only to process the information 
relevant to its product, market, or region, and the total amount of 
information processing once again becomes manageable. This organi- 
zational step has also been termed ‘‘decentralization”’ or ‘“‘divisional- 
ization,” because the organization typically subdivides into relatively 
more self-contained units and manages each of the units in terms of 
total unit performance. The parent organization is then enabled to 
deal with a wider range of tasks and geographic regions, but may 
generate new problems because of the potential duplication of re- 
sources within each unit. The timing of such a reorganization deci- 
sion is, therefore, strategically very complicated, and one sees many 
large organizations creating hybrid forms in which sales or manufac- 
turing may be decentralized by product or territory but marketing or 
finance may continue to be centralized to take advantage of coordi- 
nated effort across units and to minimize cost. 

Within organizational units the same process can be observed 
with the creation of project teams with a variety of resources at their 
disposal, or with autonomous work groups given responsibility for 
managing their own operations, including quality control, pricing, 
acquisition of raw materials, and distribution of finished products to 
other parts of the organization. 
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Each of the above organizational design decisions represents an 
effort to reduce the amount of information that must be processed by 
each unit, but since the costs of such decisions may be prohibitive, 
two further mechanisms are considered to increase the capacity of 
the organization to process information. 

8. Investment in better vertical information systems. Since the 
hierarchical form of organization can if utilized properly disseminate 
information fairly reliably and rapidly, one solution is to revamp 
information systems to provide higher capacity for rapid, accurate 
information transmission. Thus, if exceptions based on environmen- 
tal variability force constant revision of rules and plans, it becomes 
necessary to get quick, reliable information to the top of the organi- 
zation where plans can be readjusted and rules and procedures 
changed. To accomplish this the organization must add people, com- 
puters, information systems, and analytical procedures whose pri- 
mary functions are to (1) gather information on new events, 
variances from expected events, and information relevant to present 
plans and procedures, (2) digest this information, (3) get it to the 
upper levels of the hierarchy efficiently, and to (4) disseminate new 
plans and procedures efficiently and reliably back to the lower lev- 
els. The rapid growth of information, control, and decision support 
systems, often based on complex, computerized data-processing sys- 
tems. can thus be viewed as a response to the problem of adjusting 
plans rapidly and effectively in the face of growing task uncertainty 
and potential information overload (Keen & Scott-Morton, 1978). 

9. Creation of lateral relations, integrating roles, and matrix 
organizations. The final, most interesting, and most complex organ- 
izational design decision involves a partial abandonment of the hal- 
lowed principle that organizational authority must be hierarchically 
arranged. If task uncertainty and information overload dictate that 
managers or workers talk to each other on the basis of who has 
relevant information rather than who reports to whom, it becomes 
possible for the organization to legitimize such communication by 
encouraging various forms of lateral communication, by creating 
linking or liaison roles between groups at the same level, by con- 
ducting meetings, or by creating task forces for the purpose of infor- 
mation exchange. 

If such linking or integrating roles become crucial. in the proc- 
essing of information and decision making, the organization may 
have difficulty deciding where the integrator fits into the hierarchy. 
For example, in a geographically decentralized manufacturing organ- 
ization which makes multiple products in each of its locations, it 
may be necessary for coordination purposes to have an ‘“‘integrative”’ 
production ‘manager whose job is to ensure that certain policies 
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which are geographically determined (for example, raw materials 
procurement) are consistent with other policies determined by indi- 
vidual product line managers in the home office—such as production 
quotas, schedules, and quality standards. The question arises, should 
the production manager report to the geographically based “site 
manager,’ who is responsible for everything at that particular plant, 
or to the product line manager at headquarters, who is responsible 
for making maximum profits on the product line. Depending upon 
local circumstances either solution may be used. However, “‘matrix” 
organizations have also sprung up, in which persons occupying 
integrative roles are officially told that they have two bosses and are 
genuinely accountable to both of them. In a true matrix all decisions 
are negotiated with both bosses, and both bosses are involved in the 
performance review of employees who have such dual reporting 
relationships. | 

In a recent study, Davis and Lawrence (1977) have depicted 
such organizational structures as diamond-shaped (see Figure 12.2), 
highlighting the fact that a true matrix is a genuine departure from 
traditional hierarchical organizational forms. The essence of the dif- 
ference and what defines a matrix organization is a “multiple com- 
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Fig. 12.2 Example of matrix design (Davis and Lawrence, 1977). 
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mand system’’ in which people have two or even more bosses to 
whom they are equally accountable. Such an organizational form 
permits higher information-processing capacity without duplication 
of people, but, on the other hand, forces people into new behavior 
patterns. A matrix organization can only function if both bosses and 
subordinates learn how to manage in a multiple command structure. 

SUMMARY. Galbraith has presented the design options avail- 
able to an organization in a sequential and developmental fashion, 
starting with the notion of simple hierarchy, the introduction of 
rules and plans, increase of discretion by professionalization of em- 
ployees, reduction of span cf control in the hierarchy, managing the 
environment, the creation of slack resources, decentralization into 
units which. can manage self-contained tasks, investment in im- 
proved vertical information systems, and, finally, the creation of 
various lateral relations such as groups, linking roles, integrators, 
and the matrix form of organization. He reminds us of two important 
points: (1) introducing a new form of information processing in no 
way eliminates the previous form but merely adds to it, and (2) every 
organization must cope with uncertainty and information-processing 
requirements by some means. If the process is not explicitly man- 
aged, if the organization does not choose one of the methods as most 
appropriate, it will automatically fall back on the use of slack re- 
sources because inability to keep abreast of information-processing 
needs will simply slow the organization down, increase budget over- 
runs, and reduce performance levels until the information is proc- 
essed. “Not to decide is to decide, and it is to decide on slack 
resources as the strategy to remove hierarchical overload” (Galbraith, 
1973, p. 55). 

All of these considerations are particularly important when 
organizations embark upon new strategies such as broadening their 
product lines, entering new geographical areas, deciding to acquire 
other organizations as part of a financial expansion, and otherwise 
increasing their total task complexity. The resulting increase in in- 
formation that will have to be processed should be explicitly 
planned for as part of the overall strategy. 


Focus on Organizational Diagnosis— 
Kotter s Organizational Dynamics 


One of the major problems facing both students of organizations 
and managers trying to improve their functioning is the lack of 
overview models and diagnostic categories in terms of which to 
analyze what is going on. Kotter (1978) has pulled together many of 
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the major variables of organization theory into the diagnostic model 
shown in Figure 12.3, which can be used to analyze short-run, 


moderate-range, and long-term organizational dynamics. The basic 
conceptual elements used in the model are: 


1. Key organizational processes: “... the major information-gathering, 
communication, decision-making, matter/energy-transport, and matter/ 
energy-converting actions of the organization's employees and ma- 
chines’’ (p.10) 

2. The external environment: ‘’An organization’s task environment can be 
defined as all possible suppliers (of labor, information, money, and 
materials, and so on), markets, competitors, regulators, and associations 
that are relevant in light of the organization’s current products and 
services... . The wider environment . . . can be defined by such indica- 
tors as public attitudes, the state of technological development, the 
economy, the occupational system, the political system, the demo- 
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Fig. 12.3. Basic conceptual elements for analyzing short-run dynamics. (Kotter, 1978.) 
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graphic characteristics of people and organizations, the society's social 
structure, current price levels, laws, and so on” (p. 12) 

3. Employees and other tangible assets: “... the size (or number) and 
internal characteristics of an organization's employees, plant and of- 
fices, equipment and tools, land, inventories, and money” (p. 14) 

4. Formal organizational arrangements: “. . . all formal systems that have 
been explicitly designed to regulate the actions -of an organization's 
employees (and machines)” (p. 15) 

5. The social system: “... culture and social structure. Culture can be 
defined as those organizationally relevant norms and values shared by 
most employees (or subgroups of employees). Social structure is defined 
as the relationship that exists among emplyees in terms of such vari- 
ables as power, affiliation, and trust” (p. 17) 

6. Technology: ‘’...the major techniques (and their underlying assump- 
tions about cause and effect) that are used by an organization’s employ- 
ees while engaging in organizational processes, and that are 
programmed into its machines’’ (p. 18) 

7. The dominant coalition: ‘’. .. the objectives and strategies (for the or- 
ganization), the personal characteristics, and the internal relationships 
of that minimum group of cooperating employees who oversee the 
-organization as a whole and control its basic policy making” (p. 20) 


short-run organizational dynamics (up to a few months) are 
created by specific cause-and-effect relationships between the key 
organizational processes and each of the six other elements. In other 
words, if there is a change in any of these elements such as a drop in 
demand for the product (environment), or a change in employee skill 
levels, or the introduction of a new incentive system (formal arrange- 
ments), or a change in employee morale (the social system), or the 
introduction of new product technology, or a key managerial change, 
there will be an immediate impact on the way in which the organi- 
zation makes decisions and processes information (see Figure 12.4 
for an example). In turn, any change in organizational processes will 
cause changes in the six other elements. One can thus track the 
effects of a triggering event such as a drop in the demand for a 
product through several successive effects on internal processes to 
more far-reaching effects on other such elements as the state of 
morale or the internal social system—much as Homans postulated an 
interaction between internal and external systems. What Kotter has 
added, however, is a more refined set of categories and a further 
theory about how to think about longer range dynamics. 

Moderate-range dynamics (up to several years) result from lack 
of congruence among the six structural elements which surround the 
organizational processes. For example, if the basic strategy of the 
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Fig. 12.4 Examples of short-run cause and effect sequences. (Kotter, 1978.) 
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dominant coalition is based on incorrect assumptions about the ex- 
ternal environment, or if the formal reward or control system is 
inconsistent with employee educational! levels or cultural attitudes, 
or if the tangible assets available to the organization are not suffi- 
cient to make a complex product (technology), and so on, the organi- 
zation will gradually begin to experience disequilibrium and will 
have to seek ways to ‘‘co-align"’ its basic structural elements. Such a 
process will take time and will involve more complex organizational 
change processes than the reactive changes characteristic of short- 
term dynamics. 

Long-term dynamics (decades) result from the fact that each of 
the structural elements becomes more differentiated and complex as 
the organization evolves, and this evolution for each element can be 
toward a more or less adaptive state. Given that some of the elements 
will inevitably exert more of a dynamic or driving force on the total 
organization than others, it is likely that over time the elements will 
become less congruent or coaligned, and a need will arise for some 
of the elements to adapt to changes necessitated by the driving 
effects of other elements. The ability of those elements to make the 
adaptation will then determine the long-range ability of the organiza- 
tion as a whole to remain viable in a changing environment. 

The driving element(s) can be any one of the seven factors or a 
combination thereof. Perhaps it is the. dominant coalition (an aggres- 
sive entrepreneur) or a rapidly changing technology. Or perhaps the 
social system has been modified by legislation to alter the kinds of 
work employees find acceptable; or, again, perhaps the organiza- 
tion’s formal arrangements are too tradition oriented, and rules and 
regulations about work procedures need to be reviewed. Wherever 
the driving force is coming from, it will take considerable time to 
determine whether the other elements will be able to adapt. And, 
since the source of the driving force is not always known and may 
change, it may be crucial to consider how each of the basic elements 
can remain adaptable; for example, by maintaining a product mix 
that utilizes several technologies, by keeping multiple channels open 
to all segments of the environment, by keeping assets in good shape 
and well maintained, by ensuring that formal arrangements are flex-. 
ible and differentiated according to the different tasks faced by the 
organization, by developing the social system toward norms of high 
trust, adaptability, and flexibility, and by developing within the 
dominant coalition a learning attitude and a variety of skills. | 

In summary, Kotter’s model provides a systematic check list of 
elements to analyze, types of interactions among elements to con- 
sider in terms of a time horizon, and developmental goals to seek if 
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long-run adaptation is to be maximized. This type of model takes the 
open systems point of view to its logical conclusion in identifying 
the wide variety of interactions that must be analyzed if adaptability 
is to maximized. 


TOWARD A REDEFINITION 
OF “ORGANIZATION” 


This chapter has tried to show how research and theorizing about 
organizations in the last several decades has progressively tended 
toward a view of the organization as an open, complex system in 
dynamic interaction with multiple environments, attempting to 
fulfill goals and perform tasks at many levels and in varying degrees 
of complexity, evolving and developing as the interaction with a 
changing environment forces new internal adaptations. This line of 
thinking can best be summarized by stating a series of general 
propositions rather than attempting a single all-encompassing defini- 
tion of what is an organization. 

1. The organization must be conceived of as an open system, 
which means that it is in constant interaction with all its environ- 
ments, taking in raw materials, people, energy, and information, and 
transforming or converting them into products and services that are 
then exported to these various environments. 

2. The organization must be conceived of as a system with 
multiple purposes or functions that involve multiple interactions 
between the organization and its various environments. Many of the 
activities of subsystems within the organization cannot be under- 
stood without considering these multiple interactions and functions. 

3. The organization consists of many subsystems that are in 
dynamic interaction with one another. Instead of analyzing organiza- 
tional phenomena in terms of individual behavior, it is becoming 
increasingly important to analyze the behavior of such subsystems, 
whether they be conceived in terms of coalitions, groups, roles, or 
some other conceptual elements. 

4. Because the subsystems are to varying degrees interdepen- 
dent, changes in one subsystem are likely to affect the behavior of 
other subsystems. 

5. The organization exists in a set of dynamic environments 
comprised of a number of other systems, some larger, some smaller 
than the organization. The environments place demands upon and 
constrain the organization and its subsystems in various ways. The 
total functioning of the organization cannot be understood, therefore, 
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without explicit consideration of these environmental demands and 
constraints, and the manner in which the organization copes with 
them in the short run, moderate-range, and long term. 

6. The multiple links between the organization and its environ- 
ments make it difficult to specify clearly the boundaries of any given 
organization. Ultimately, the concept of organization is perhaps bet- 
ter conceived in terms of the stable processes of import, conversion, 
and export rather than in terms of such structural characteristics as 
size, shape, function, or design. 


WHAT IS ORGANIZATIONAL EFFECTIVENESS? 


Throughout this book we have used the term organizational effec- 
tiveness but have avoided defining it because of its inherent 
ambiguity and complexity. If a person, group, or some larger system 
such as an organization has a single clear-cut goal, one can measure 
progress toward that goal. Effectiveness could then be defined in 
terms of how quickly or cheaply or efficiently goal progress was 
occurring. But two problems immediately surface when one attempts 
such a definition: First, what if the person, group, or organization 
has chosen the wrong goal by some broader criterion—for example, 
trying to be the world’s fastest runner without any basic talent in 
running, or trying to sell a product to a consumer group that does 
not want that product? Second, one rarely, if ever, finds a real-life 
situation in which there is only one goal operating. It is a char- 
acteristic of all human systems to have multiple goals, all of which 
are generally operating simultaneously, and among which the pri- 
orities are shifting constantly. Progress toward any goal can be meas- 
ured, and that measure has usually been defined as the efficiency of 
an organization. But choosing the right priorities among ‘goals, en- 
suring that the ultimate functions of the organization are met, is a 


more complex process, one that approximates the concept of effec- 
tiveness. 
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Early theories of organization were content to specify single 
goals or functions for organizations, such as maximizing profits, 
providing useful products for society, increasing productivity, or 
achieving high employee morale. What has undermined these types 
of criteria as viable measures of effectiveness is (1) the discovery that 
seemingly rational organizations behave in ways that appear to be 
highly inefficient if the sole criterion is profit maximization or pro- 
ductivity, and (2) that real organizations do have multiple functions 
and multiple goals, that some of these are actually in conflict with 
each other, and that the organization tolerates and ‘works through” 
the conflicts. Thus, maximizing profit may rationally entail cutting 
labor costs, but this action may have the side effect of undermining 
morale. Lowered morale may mean worker alienation and eventually 
increased threat of sabotage or strikes, which in turn lowers produc- 
tivity and eventually reduces profit. The dilemma of effectiveness, 
then, is clear. Is effectiveness the ability to maximize profit in the 
short run (which would require a definition of ‘‘short run’’), or does 
effectiveness have something to do with the ability to maintain 
profits over some longer period of time to which the concepts of 
survival and growth are more applicable? 

Or, to take another kind of example, if we think of organiza- 
tions like universities, teaching hospitals, or prisons, we can imme- 
diately name several functions or goals, all of which are primary and 
essential. The university must simultaneously teach and create valid 
knowledge through research; the teaching hospital must take care of 
and cure patients, and must, at the same time, provide learning 
opportunities for interns and residents; the prison must keep crimi- 
nals out of circulation but also provide opportunities for rehabilita- 
tion. Is the effectiveness of the organization to be judged by its 
performance on one function, on both separately, or on some com- 
plex integration of the several functions? 

One attempted resolution to these dilemmas has been to define 
effectiveness in terms of systems-level criteria. Acknowledging that 
every system has multiple functions and also exists within an en- 
vironment that provides unpredictable inputs, a system's effective- 
ness can be defined as its capacity to survive, adapt, maintain itself, 
and grow, regardless of the particular functions it fulfills. A number 
of students of organizations such as Argyris, Trist, Rice, Kahn, and 
Bennis have argued explicitly for this type of conception. Perhaps 
the clearest statement of effectiveness criteria in these terms has been 
given by Bennis (1962). He introduces these ideas in relation to the 
traditional approaches of measuring output and satisfaction at a 
given point in time and introduces the more general concept of 


“health”: 
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If we view organizations as adaptive, problem-solving, organic 
structures, then inferences about effectiveness have to be made, not 
from static measures of output, though these may be helpful, but on 
the basis of the processes through which the organization approaches 
problems. In other words, no single measurement of organizational 
efficiency or satisfaction—no single time slice of organizational per- 
formance—can provide valid indicators of organizational health. (Ben- 
nis, 1962, p. 273) 


Instead, Bennis proposes the following three criteria of health, 
criteria which, interestingly, closely mirror formulations about indi- 
vidual mental health proposed by Jahoda (1958): 


1. Adaptability: The ability to solve problems and to react with flexibility 
to changing environmental demands. 

2. Asense of identity: Knowledge and insight on the part of the organiza- 
tion of what it is, what its goals are, and what it is to do. Pertinent 
questions include, To what extent are goals understood and shared 
widely by members of the organization? To what extent is self-percep- 
tion on the part of the organization's membership in line with percep- 
tions of the organization by others? 

3. Capacity to test reality: The ability to search out,.accurately perceive, 
and correctly interpret the real properties of the énvironment, par- 
ticularly those which have relevance for the functioning of the organi- 
zation. 

4. Integration: A fourth, often-cited criterion that in effect underlies the 
others is a state of “integration’’ among the subparts of the total 
organization, such that the parts are not working at cross-purposes. 


For Argyris (1964) this last criterion is central, and he devotes 
most of his research and theorizing to finding those conditions 
which will permit an integration of individual needs and organiza- 
tional goals. What he regards as unhealthy or ineffective are restric- 
tions on output, destructive competition, and apathy that results in 
employees’ fulfilling personal needs at the expense of organizational 
goals. McGregor (1960) has argued in a similar vein for the integra- 
tion of personal and organizational goals. According to his theory, if 
management develops practices built on a more valid set of assump- 
tions about human motivation, it will facilitate the integration of 
concern for froduction with concern for people. Organizational 
effectiveness, according to Blake and Mouton (1964), is achieved 
when management succeeds in being both production and people 
centered. To support this theory, they have developed training pro- 
grams explicitly to develop this managerial style. Finally, Lawrence 
and Lorsch (1967) point to an optimal degree of differentiation and 
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integration among the critical subdivisions of an organization as the 
best criterion of organizational effectiveness. 

In summary, a systems-level criterion of organizational effec- 
tiveness must be a multiple criterion involving adaptability, sense of 
identity, capacity to test reality, and internal integration. 

To the extent that effectiveness is a multiple criterion, it would 
be a mistake to assume that if one just selected the right people and 
trained them to do the job, effectiveness would be ensured. It would 
be equally erroneous to assume that just the establishment of a 
mutually satisfactory psychological contract with employees, or just 
the reduction of intergroup competition, or just leadership training, 
or just the right organization structure, any of these alone, would 
guarantee effectiveness. Rather, the systems conception leads us to a 
different way of thinking about the problem: Viewed as a total 
system, how does an organization cope with its environment? How 
does it obtain information and process it validly? What mechanisms 
exist for translating information, particularly about alterations in the 
environment, into changed operations? Are the internal operations 
flexible enough to cope with changes? How can the organization’s 
capacity to cope be improved? 


ORGANIZATIONAL COPING 
An Adaptive Coping Cycle 


That sequence of activities or processes which begins with a 
change in some aspect of the organization’s internal or external 
environment and ends with a more adaptive, dynamic equilibrium 
for dealing with the change can be thought of as the organization’s 
adaptive coping cycle. By identifying the various stages or processes 
of this cycle, we should be able to pinpoint those areas in which an 
organization may typically fail to cope adequately. Consultants and 
researchers may then be able to help in a variety of ways to increase 
organizational effectiveness. 

For purposes of analyzing the cycle, one can think of five 
conceptually separable stages, but in reality all of them go on more 
or less simultaneously, since the organization is in a constant dy- 
namic interaction with its multiple environments. 


1. Sensing a change in some part of the internal or external environment. 

2. Importing the relevant information about the change into those parts of 
the organization that can act upon it, and digesting the implications of 
that information. 
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3. Changing production or conversion processes inside the organization 
according to the information obtained while reducing or managing 
undesired side effects in related systems, and stabilizing the change. 

4. Exporting new products, services, and so on, which are more in line 
with the originally perceived changes in the environment. 

5. Obtaining feedback on the success of the change through further sens- 
ing of the state of the external environment and the degree of integra- 
tion of the internal environment. 


Let us illustrate this process by means of brief examples. Sup- 
pose a manufacturing concern producing electronic equipment 
learns that its products will be in much greater demand because the 
space program is stepping up (stage 1). This information must now 
be reviewed seriously by those members of the organization who are 
in a position to do something about it. In other words, it is not 
sufficient for market research to have the information if it cannot 
convince general management of the significance for the firm of this 
development (stage 2). If management becomes convinced, it must 
change its production processes to enable the company to produce 
more of the equipment (stage 3), but these changes must be accom- 
plished without producing other undesirable internal changes (for 
example, a strike in response to unreasonable demands for increased 
production), and they must be stabilized. In other words, the organi- 
zation must be able to change without destroying itself. The in- 
creased production must then be marketed and sold (stage 4). 
Finally, sales figures and future-demand figures must then be ana- 
lyzed to determine whether the organizational change has been ‘“‘suc- 
cessful” in terms of increased sales, and the internal environment 
must be assessed to determine whether unanticipated costs in the 
form of lowered morale or intergroup competition have been mini- 
mized (stage 5). The adaptive coping cycle as described is thus a 
more general example of systems coping, as compared with Kotter’s 
organizational dynamic model, but the two are entirely consistent 
conceptions. 

For another and different type of example, let us take a college 
fraternity as the organization. The fraternity leadership might sense 
in the college administration a shift in policy toward shutting down 
fraternities unless scholastic standards are raised’ (stage 1). Stage 2 
would then be to get the membership to recognize the real danger to 
the survival of the fraternity. Stage 3 might be a program of chang- 
ing norms by reducing emphasis on social activities and increasing 
emphasis on scholastic activities, without producing undesired 
changes such as total loss of prestige among other fraternities. In 
connection with these stages, the fraternity leaders might also recog- 
nize the necessity of convincing other fraternities on the Campus to 
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develop similar programs in their own houses, because of the likeli- 
hood that university policy would respond only to changes in the. 
whole fraternity system. Stage 4 would be the actual improvement in 
grades, test performance, and classroom behavior, while stage 5 
would be a matter of checking with the administration about 
whether the fraternity’s standing was improving, whether policy 
would again change, and what fraternity member attitudes now 
were. 

Both examples cited start with some changes in the external 
environment. The coping cycle is no different, however, if the first 
step is the recognition that something is not right in the internal 
environment. Thus, an organization may sense that employee morale 
is too low, or that several departments are destructively competing 
with another, or that a technologically sound process is not being 
correctly applied, or that management attitudes and practices are 
failing to elicit adequate motivation and loyalty among employees. 
Once the organization perceives some change or problem within 
itself, it must then digest this information and follow a_ logical 
course of change as outlined in the five stages. The diagnostic mod- 
els we reviewed in Chapter 12 are very useful in pinpointing where 
to look for potential sources of change pressure. 


Problems and Pitfalls in the Adaptive 
Coping Cycle 


By considering the adaptive coping cycle as a series of stages, 
one can identify several points at which difficulties may arise in 
maintaining and improving effectiveness. Certain problems and pit- 
falls are characteristically associated with each stage. 

1. Failure to sense changes in the environment or actually mis- 
perceiving what is happening is one of the most common causes of 
organizational failure. Many businesses can adjust to new conditions 
provided the organization can sense when the time is ripe to develop 
new products, services, oF procedures. If the organization has mul- 
tiple primary functions, as does a university, it becomes especially 
important to accurately sense changing attitudes about education, 
the feelings of alumni about contributions, the role of the university 
in the community, its reputation within the academic community, 
the morale of its faculty, and so on. Consulting and applied research 
specialities like market research, consumer psychology, and public 
opinion polling have developed partly in response to organizational 
needs for more accurate sensing of internal and external environ- 


mental changes. 
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2. Failure to transmit the relevant information to those parts of 
the organization which can act upon it is a frequent occurence in 
large-scale organizations where staff units may be unable to impart 
certain information to line management. For example, many person- 
nel departments have become convinced that the management proc- 
ess would be more effective if line management would adopt 
complex assumptions about the nature of employee motivation. But 
unless this knowledge can be imparted in a meaningful way to line 
managers, one cannot say that the information has really been im- 
ported into the system or properly digested. This example illustrates 
another difficulty. To change one’s assumptions about human nature 
involves changing a long held set of attitudes, self-images, and 
working procedures. Such a change will typically be strongly re- 
sisted because of its threatening nature—that is, the implication that 
the former way of functioning has been erroneous. To get the infor- 
mation imported and digested, therefore, might involve a major and 
lengthy program of influencing attitudes, self-images, and working 
procedures and must be based on a realistic change model such as 
will be described later in this chapter. 

The difficulties of importing information into the relevant sys- 
tem have led to the use of external consultants or researchers as 
information transmitters and ‘‘change agents.” A staff group that 
strongly senses the existence of a problem may find itself hiring a 
consultant to reidentify the problem and import it to other parts of 
the system. The consultant uses his or her prestige to help import 
the information into those parts of the system that have the power to 
do something about it, and to help those involved digest the implica- 
tions of the information. 

3. Failure to influence the conversion or production system to 
make the necessary changes often results from lack of recognition 
that such changes are necessary and from deeply rooted sources of 
resistance to change. Organization planners or top managers often 
naively assume that simply announcing the need for a change and 
giving orders for the change to be made will produce the desired 
outcome. In practice, however, resistance to change is a ubiquitous 
organizational phenomenon. Whether it be an increase in production 
that is desired, an adaptation to some new technology, or a new 
work methodology, it is generally found that those workers and 
managers who are directly affected will resist the change or sabotage 
it if it is forced upon them. 

The major reason for resistance to change is that the conversion 
or production parts of any organization are themselves systems— 
they generate ways of working, stable interpersonal relationships, 
and common norms, values, and techniques of coping and surviving 
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in their own environment. In other words, the subsystems of an 
organization operate according to the same coping principles as does 
the whole organization. If the subsystem is to change, it must sense a 
change in management policy, be able to import this information 
into itself, manage its own change, stabilize it, export better results 
in terms of the desires of management, and obtain feedback on how 
it is doing. The line manager desiring the change can, from this 
point of view, accomplish more by viewing his or her role as that of 
helping the system to cope rather than giving orders or issuing 
directives. There is some evidence that one of the best ways to help 
implement a change is to involve the affected system directly in the 
decision-making process. The more such a system participates in 
decisions about how to manage the change, the less likely it is to 
resist the change and the more stable the change is likely to be 
(Lewin, 1952; Coch & French, 1948; Bennis, Benne, & Chin, 1969). 

The failure to achieve a stable change occurs most frequently 
when innovations are made in one subgroup without working 
through the consequences for other subgroups in the organization. 
Cases can be cited of changes in administrative procedure in one 
department which were so threatening to another department that 
they had to be abandoned to preserve the overall morale of the 
organization (Bavelas & Strauss, 1962). Because the various parts of 
an organization tend to be linked, a proposed change in one part 
must be carefully assessed in terms of its likely impact on other 
parts. Wherever possible, the linkage between systems should be 
used to positive advantage; that is, if a desired change is successfully 
implemented in one of the systems, it will tend to spread by itself to 
other parts of the systems. 

A good example of this process would be in changing manag- 
ers’ assumptions about workers’ attitudes. If top management can be 
helped to alter their attitudes, then, because of their strategic linkage 
to all parts of the organization, their resultant behavior change 
would automatically act as a force on all of their subordinates 
toward similar changes. The same change in attitudes in the middle 
or near the bottom of the hierarchy may fail to spread or even to 
maintain itself because of inadequate upward and lateral linkage to 
other systems. 

4. Once changes have been made within the organization, there 
remains the problem of exporting the new results. In the case of 
business concerns, this is a problem of sales and marketing. In the 
case of other organizations, it may be a problem of communicating 
as rapidly as possible to the relevant environmental systems the 
changes which have occurred. It does little good for the fraternity to 
change its’norms of scholastic achievement if it takes so long before 


238 Organizational Psychology 


grades improve that the administration has already decided to close 
the fraternities. 

If the organization wants to export information, the problem is 
one of “advertising.” But because advertising typically involves 
gaining a competitive advantage over another organization, forces 
toward distorting information are generated, thus reducing the cred- 
ibility of what is communicated. One role that ‘third parties’ or 
consultants have played here has been to export reliable information 
about-changes in the system. Thus, a neutral faculty member may be 
appointed jointly by the administration and the fraternity to evaluate 
changes in members’ attitudes. Similarly, we send “political observ- 
ers” to countries requesting foreign aid to evaluate the validity of 
their claims that they are changing toward democratic forms of 
government; government agencies send representatives to industrial 
firms that claim to have developed the capacity to provide a weap- 
ons system, or some other product efficiently and cheaply. In all 
these cases, what is involved is accurate export of information about 
changes in the system which may not be immediately visible in such 
indexes as higher production rates or new products and services. 

5. Failure to obtain feedback on the success of the change is a 
common pitfall. The problems here are essentially the same as the 
problems of sensing changes in the environment in the first place. 
We need only add that many organizations have explicitly created 
systems to assess the impact of changes and thus to provide to 
themselves the necessary feedback information. In the case of inter- 
nal changes, there may be a research group in the employee relations 
department whose prime job is to survey employees periodically to 
determine how they are reacting to changes in management policy; 
political organizations will run polls immediately after a change in 
political platform to determine the public’s reaction; production con- 
trol units will assess whether a new process is producing the desired 
increase in efficiency; and so on. The danger is to assume that 
because one has decided to do something different that it will work 
out and not to check on actual results. 

In summary, for each stage in the adaptive coping cycle, one 
can identify characteristic pitfalls and problems. The important point 
is that the maintenance and increase of organizational effectiveness 
depends on successful coping, which means that all of the stages 
must be successfully negotiated somehow. It does little good to have 
the best market research department in the world if the organization 
is unable to influence its own production system; nor does it help to 
have a highly flexible production or conversion operation which 
cannot sense or digest information about environmental changes. 


ee 


ORGANIZATIONAL CHANGE 
AND DEVELOPMENT 


As organizations came to be perceived as dynamic, coping systems, 
the concepts of how they change and how such change can be 
influenced and managed began to be refined. In fact, one of the most 
rapidly expanding areas of organizational psychology during the last 
several decades has been what has come to be called variously 
“organization development,” ‘‘action research,” or “applied behav- 
ioral. science.’ This section will briefly review the development of 
this area, examine the assumptions and change theories upon which 
it rests, and show how the concepts discussed in the previous sec- 
tions of the book relate to it. 

There is little question that the intellectual father of contempo- 
rary theories of applied behavioral science, action research, and 
planned change is Kurt Lewin. His seminal work on leadership style 
and the experiments on planned change which took place in World 
War II in an effort to change consumer behavior launched a whole 
generation of research in group dynamics and the implementation of 
change programs (Marrow, 1969). Of particular relevance to organi- 
zational psychology were the classical change studies done at the 
Harwood Manufacturing Company, which demonstrated the impor- 
tance of the involvement in the planning of change of those workers 
who would ultimately be most influenced by the change (Coch & 
French, 1948; Marrow, Bowers, & Seashore, 1967). The roots of this 
field are clearly in the systems models that have been advocated 
throughout this book, but it also represents the coming together of a 
number of historical strands each of which has influenced in impor- 
tant ways what practitioners of “planned change and organization 
development” do today: 


1. The field of group dynamics, especially as developed by Lewin and his 
followers (Cartwright & Zander, 1968). 

2. The field of sociometry, out of which developed the concept of role 
playing and other kinds of social interventions (Moreno, 1934; Jen- 
nings, 1950). 

3. The field of applied anthropology, from which came a strong tradition 
of careful observation of social systems and an understanding of the 
subtle internal dynamics of such systems (Whyte, 1943; Horsfall & 
Arensberg, 1949). 

4. Leadership training and sensitivity training as developed by the National 
Training Laboratory in the 1950s and 1960s (Bradford, 1974; Schein & 
Bennis, 1965). 

5. Clinical and counseling psychology as developed by Rogers (1961), 
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Perls and his co-workers (1965), Berne (1964) and others who strongly 
influenced the consulting and training models used by organizational 


consultants. 
6. Organizational self-studies such as those initiated in the 1930s through 


the 1950s by companies such as Western Electric, American Telephone 
and Telegraph, Exxon, Union Carbide, General Electric, and Proctor & 
Gamble. This research brought together organizational psychologists 
such as Roethlisberger, McGregor, Likert, Blake, Shepard, and Beckhard 
with far-seeing managers who wefe willing to explore new approaches 
to the management of change within their organizations. Out of these 
contacts came some major action research experiments which helped 
to refine change theory and intervention skills. 

7. Organization structure and design theories such as those reviewed 
which helped to provide theoretical underpinnings for much of the 
work on organizational processes and linked some of the more classical 
sociological and anthropological theories to the more applied concepts 
which were evolving (Simon, 1960; Perrow, 1970; Thompson & 
McEwen, 1958). 

8. Intergroup and interorganizational theories which have derived both 
from the seminal studies of Sherif and his colleagues (1961, 1969) on 
intergroup conflict and competition, and from the tradition within polit- 
ical science of examining intergroup bargaining and power relation- 
ships (Allison, 1971; Lindblom, 1959; Dahl, 1957). 


When the field of organization development (OD) became popu- 
lar with organizations in the 1960s it was dominated by a number of 
“fads” such as sensitivity training, team building, survey-feedback, 
transactional analysis, management by objectives, and so on. The 
faddish use of these techniques has declined somewhat, but the 
perspective OD gives to managing the process of change has become 
part of the thinking of most senior managers whether or not they use 
any of the specialized devices. It is important to recognize the dis- 
tinction between OD as a philosophy and way of approaching prob- 
lems versus OD as a set of techniques, because it is the philosophy 
and the underlying set of assumptions on which it is built that has 
its roots in research and organization theory. Any given technique 
such as survey-feedback or sensitivity training can exemplify some 
of these assumptions but is not automatically consistent with them. 
- Two sets of such assumptions need to be examined, those dealing 
with action research and those dealing with resistance to change. 


Action Research 


The essence of the idea of action research goes back to two 
assumptions which were first espoused by Kurt Lewin: 
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1. There is nothing so practical as a good theory. 
2. If you want to study an organization (system, group) try to change it. 


In effect, Lewin was saying that organizations are dynamic 
systems that we cannot really understand unless we intervene some- 
how in those dynamics. But intervention cannot and should not be a 
random process because that would be neither efficient nor ethical. 
Instead, intervention should be based on a theoretical model of how 
the system works, and the model should, in ideal circumstances, 
predict the consequences of the intervention. Whether or not those 
consequences materialize as predicted then becomes a check on the 
initial theory. The model of theorizing, intervening, gathering data 
on the effects of the intervention, and then checking the theory prior 
to developing the next intervention is the sequence of activities 
which describes the action research model. 

Several further assumptions are implicit in this model. 


3. Pure research models involving control groups and controlled experi- 
mental manipulation are neither feasible nor desirable when dealing 
with human systems. 


They are not feasible because (1) we do not have precise 
enough measurement to determine what would constitute a ‘control 
group” for something as complex as an organization; (2) we cannot 
support ethically the position that an intervention which is deemed 
to be of some benefit to organization A can validly be withheld for 
control purposes from organization B; (3} even if we could measure 
and justify the control conditions, it is unlikely that we could con- 
trol the environment to isolate the true causes of variation in the 
independent and dependent variables; and (4) any intervention is 
likely to affect how an organization functions in multiple ways, so 
that it becomes difficult to isolate the specific effects of specific 
interventions (recall the problems of the “Hawthorne effect”’). 


4. A science of groups and organizations can be built on “‘quasi-experi- 
mental” models and an action research philosophy by carefully design- 
ing organizational interventions (not experimental treatments) and 
studying their effects. 


Careful design of the interventions implies well-thought-out 
theory, and studying the effects of the intervention implies the use of 
objective observation, interviews, measurements, and whatever other 
techniques are appropriate to the evaluation of the intervention to 
make it as nearly bias-free as possible. However, the true dilemma of 
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5. Any measurement (unless it is completely unobtrusive) made to evalu- 
ate the effects of a prior intervention itself becomes automatically the 
next intervention. 


In human systems the act of being surveyed, interviewed, or 
observed influences the system. Therefore, whatever measurement or 
observation system is used should itself be congruent with one’s 
basic intervention theory or one is unwittingly making an undesir- 
able intervention in the process of evaluating a prior intervention. 
For example, if management decides to evaluate a new supervisory 
program by means of a survey of employees, it is quite possible that 
the survey itself will not only measure attitudes toward the new 
program but actually form those attitudes—the type of question 
asked, the encouragement to think about the program, the degree of 
anonymity of the questionnaire, the possibility of sharing data across 
groups of employees, all will potentially and in unknown ways 
influence the group surveyed. Not only is it potentially impossible to 
determine whether a given effect is due to the supervisory program 
or the survey itself, but after the survey the human system is a 
different system anyway with new attitudes which now must be 
taken into account. This phenomenon leads to a sixth critical as- 
sumption. 


6. The ethics of research interventions cannot be separated from the ethics 
of consultant/therapist interventions. 


This assumption is one of the most important to understand 
because it is most often ignored in organizational research programs. 
If any measurement of a human system is to some degree an inter- 
vention into that system, then we can ic justify a given measure- 
ment on the grounds that the measurement itself is a desirable 
intervention. And what is desirable must be judged on clinical crite- 
ria not research criteria. In other words, before a researcher can 
justify any particular research intervention in an organization, that 
researcher should be able to justify that particular intervention from 
a consultant or therapist perspective. If the intervention could be 
harmful from this point of view, then the research itself should be 
questioned and perhaps abandoned. 

For example, an organization-wide program of interviews or 
survey questionnaires designed to ‘measure’ company morale 
should not, by this logic, be conducted unless the organization and 
the researcher jointly decide that the intervention of measuring 
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everybody is itself a desirable intervention into the system. The 
consequences of measuring everyone should be explored independ- 
ently of the desirability of gathering the basic information, and the 
researcher should take the role of consultant in this discussion in 
order to help the organization make a sensible decision. 

The logic that pertains here applies not only to groups and 
organizations but also to individuals. The clinician who uses a vari- 
ety of techniques to treat a patient learns a great deal about the 
individual from observing the disparate effects of treatment. But at 
the same time the clinician must not experiment indiscriminately; he 
or she must be guided by what is considered ultimately beneficial to 
the individual. In the same way, the organizational researcher must 
adopt the role of clinician and be guided by the ethics of clinical 
practice. Since any interaction with the system becomes an interven- 
tion, we should be alert to the fact that even diagnostic interventions 
can become potent action interventions. 


Planned Change Theory 


In order to plan effective interventions one needs some kind of 
comprehensive change theory which explains how to initiate change, 
how to manage the total change process, and how to stabilize de- 
sired change outcomes. The problem of initiating change is espe- 
cially salient because of the common observation that people resist 
change, even when the goals are apparently highly desirable. There 
are many theories of change reflecting a spectrum from revolution to 
evolution (Hornstein, Bunker, Burke, Gindes, & Lewicki, 1971; Ben- 
nis et al., 1969). For purposes of understanding how planned change 
occurs in groups and organizations of the kind we have discussed 
here, it is most useful to start with the model first proposed by 
Lewin (1952) and Lippitt and his collaborators (1958) in their analy- 
sis of planned change. Schein subsequently elaborated this model 
and used it to try to understand various phenomena, ranging from 
the coercive persuasion of prisoners of war to the kinds of change 
that occur in educational or developmental settings (Schein, 
Schneier, & Barker, 1961; Schein, 1961; Schein & Bennis, 1965; 
Schein, 1972). Several assumptions underlie this model: 


1. Any change process involves not only learning something new, but 
unlearning something that is already present and possibly well inte- 
grated into the personality and social relationships of the individual. 

2. No change will occur unless there is motivation to change, and if such 
motivation to change is not already present, the induction of that 
motivation is often the most difficult part of the change process. 
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3. Organizational changes such as new structures, processes, reward sys- 
tems, and so on occur only through individual changes in key members 
of the organization; hence organizational change is always mediated 


through individual changes. 

4. Most adult change involves attitudes, values, and self-images, and the 
unlearning of present responses in these areas is initially inherently 
painful and threatening. 

5. Change is a multistage cycle similar to the adaptive coping cycle 
previously reviewed, and all stages must be negotiated somehow or 
other befare a stable change can be said to have taken place. 


Stage 1: Unfreezing—the Creation 
of Motivation to Change 


The creation of motivation to change is a complex process that 
involves three specific mechanisms, all of which must be operating 
in order for the individual to feel ‘“‘motivated’”’ to unlearn present 
behavior or attitudes: 

Mechanism 1: Present behavior or attitudes must actually be 
disconfirmed, or must fail to be confirmed over a period of time. In 
other words, the individual discovers that his or her assumptions 
about the world are not validated or that some behavior does not 
lead to expected outcomes and may even lead to undesirable out- 
comes. Such disconfirmation can arise from any of a wide variety of 
sources and is the primary source of pain or discomfort that initiates 
a change process. If everything is working fine there is no discomfort 
and hence no motivation to change. The most serious ethical ques- 
tions surrounding the intervention process have to do with the ques- 
tion of when it is legitimate to induce discomfort by providing the 
person with information that will be discomforting. If others have 
done the disconfirming and the person then comes to the consultant 
for help, there is obviously less of an ethical issue. 

Mechanism 2: The disconfirmation must set up sufficient guilt 
or anxiety to motivate a change. If the discomfort is at a low level, it 
is easily dealt with by denial or by avoidance of the disconfirming 
source. However, if the person realizes that he or she has really 
failed to live up to some important value or ideal (guilt) or is in 
danger of being overwhelmed by inner feelings or may miss some 
important rewards he or she is seeking (anxiety), then the discomfort 
becomes a real motivator. However, the person may still seek to use 
defenses to-avoid the pain of change. 

Mechanism 3: The creation of psychological safety, either by 
reducing barriers to change or by reducing the threat inherent in the 
recognition of past failures, is the critical third ingredient. The role 
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of change agent here is to make the person feel secure and capable of 
changing without reducing the power or validity of the disconfirm- 
ing information. No matter how much pressure is brought to bear on 
a person to change, no change will occur until that person feels it is 
safe to give up the old responses and to enter the uncertainty of 
learning something new. Probably the single most difficult aspect of 
initiating change is the balancing of painful disconfirming messages 
with reassurance that change is possible and can be embarked upon 
with some sense of personal safety. Once the person has accepted 
the disconfirming message and has become motivated to change 
because he or she feels it is safe to change, some new learning can 
take place. 


Stage 2: Changing—-Developing New 
Attitudes and Behaviors on the Basis of New 
Information and Cognitive Redefinition 


The effect of creating a motivation to change is to open the 
person up to new sources of information and new concepts or new 
ways of looking at old information (cognitive redefinition). This 
process occurs through one of two mechanisms: 

Mechanism 1: Identification with a role model, mentor, friend, 
or some other person and learning to see things from that other 
person’s point of view. One of the most powerful ways of learning a 
new point of view or concept or attitude is to see it in operation in 
another person and to use that person as a role model for one’s own 
new attitudes or behavior. Change agents sometimes become the 
target of identification which is why it is so important that the 
consultant’s behavior be totally congruent with the new attitudes or 
behaviors to be learned. However, identification can also be a very 
limiting way of learning in that it focuses the person too much on a 
single source of information. 

Mechanism 2: Scanning the environment for information spe- 
cifically relevant to one’s particular problem and the selection of 
information from multiple sources is more difficult but often pro- 
duces more valid change. What we learn from a role model may not 
fit our particular personality. What we learn by scanning fits by 
definition, since we only use relevant information and remain in 
control of what we use. 

It should be noted that change is a cognitive process which is 
facilitated by the obtaining of new information and concepts. But the 
person will not pay attention to that information or try to learn new 
concepts unless there is real motivation to change. Thus, many 
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change programs err in moving directly to stage 2 without first 
testing whether they can in fact tap any motivation to change. If 
motivation is not there, the change program must move to the more 
difficult emotional level of attempting to create circumstances which 


will induce motivation. 


Stage 3: Re-Freezing—Stabilizing 
the Changes 


It is often found that programs designed to induce attitudinal 
changes do have observable effects durirtg the training period but do 
not last once the person is back in a normal routine. The problem 
usually is that the new things learned either did not fit into the 
person’s total personality or are in varying degrees out of line with 
what his or her significant relationships will tolerate. The manager 
learns a’ new attitude toward subordinates but the manager’s own 
boss and subordinates are really more comfortable with the old 
attitudes, so they immediately begin to disconfirm the new attitudes 
and thus initiate a new cycle of change back toward the original 
state. Thus, to ensure the stability of any change requires specific 
attention to théeintegration of the new responses. 

Mechanism 1: The person should have an opportunity of test- 
ing whether the new attitudes or behaviors really fit his or her self- 
concept, are congruent with other parts of the personality, and can 
be integrated comfortably. It should be noted that one advantage of 
scanning over iderttification as a change mechanism is that from the 
start the person is more likely to select only those responses which 
fit him or her. The consultant or change agerit should be cautious 
about pronouncing initial change as stable, especially if it is based 
on identification or imitation. 

Mechanism 2: The person should have an opportunity to test 
whether significant others will accept and confirm the new attitudes 
and behavior patterns; alternatively, the change program should be 
targeted at sets of people or groups who will be able to reinforce the 
new behaviors in each other. The second approach is one of the 
_ reasons why team training in organizations may be more powerful 
than individual training: It ensures that behavior patterns learned 
and reinforced in concert will become part of each member’s behav- 
ioral repertoire. This kind of change may require a good deal more 
give-and-take and thus may be initially slower but it will last longer. 

Within this framework, the consultant or change agent has to 
employ various tactics to ensure that each stayge and/or mechanism 
will be properly negotiated. If the target is organizational change, 
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not merely individual change, further models are needed to deter- 
mine with whom to begin a change process—how powerful is a 
certain individual, how well linked to others in the organization, 
how ready to change? The complexity of organizational change de- 
rives not only from the difficulty of estimating the probability of a 
specific change in individual attitudes but from the complexity of 
orchestrating change in various individuals to produce an organiza- 
tional outcome. 


The Role of the Consultant in Organization 
Development—Process Consultation 


Having examined the assumptions which underlie the two con- 
cepts of action research and planned change, we can now conclude 
our discussion of organization development by examining further the 
role of change agent or consultant in the total process of organiza- 
tion change. If we accept the assumption that individuals, groups, 
and organizations as a whole are best thought of as complex dy- 
namic systems, and if we accept the second assumption that 
“health” or effectiveness must ultimately be defined by some kind of 
ability to cope effectively, it follows that the role of the change agent 
or consultant is to help the system improve in its inherent capacity 
to cope. This logic leads to the concept of process consultation, in 
which the role of the consultant is to help the organization diagnose 
itself, to select its own coping responses, and to determine its own 
progress (Schein, 1969, 1978). The consultant must be an expert at 
helping the organization to help itself, which means awareness of 
systems dynamics and processes, and real expertness in the skills of 
helping. 

It is much less clear whether the consultant should ever assume 
the role of expert or “doctor,” which would imply that the change 
agent knows what is best for the organization. The organization 
development philosophy would argue that it is more valid for the 
consultant to be worried about the internal integration of the organi- 
zation. The process consultant should surface inconsistent strategies 
which may, for example, maximize profit in the short run at the 
expense of morale in the Jong run. But by this same logic the 
consultant should also point out strategies that may be maximizing 
short-run morale at the expense of long-run profit. It should not be 
the role of the consultant to influence the organization toward one or 
the other of those goals per se. 

To summarize so far, I do not believe it should be the role of 
the OD consultant to humanize the organization or to argue for 
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participative management or Theory Y or any other specific theory. | 
do believe it is the role of the OD consultant to surface whatever 
problems the individual manager or the organization as a whole may 
be experiencing around efforts to obtain self-insight, to cope effec- 
tively, to test reality, and to integrate its efforts toward long-range 
effectiveness. The theoretical basis for this argument is that (1) cli- 
ents want basically to promote a self-image of being able to help 
themselves; (2) only the client knows what kind of remedial action 
will ultimately work; and (3) the skills of self-diagnosis and coping 
are the most important things to learn. On a practical level one could 
also point out that the state of knowledge of how organizations work 
is, at the present time, not sufficient for consultants to make expert 
recommendations even if they thought that was their role. 

Research on the effects of OD interventions has been sparse and 
inconclusive, partly because of the technical difficulties presented by 
the action research format. The problems in evaluating the effects of 
different kinds of organizational interventions are akin to those of. 
evaluating teaching strategies or methods of psychotherapy. Organi- 
zation development is a “‘clinical area’ in which the accumulation of 
carefully documented cases will eventually provide insight into what 
works. While such clinical data are being accumulated, change 
agents must carefully assess their own assumptions and, if they work 
from assumptions other than. those mentioned in connection with 
action research and planned change, should have a well-thought-out 
model of their own to justify whatever interventions they make. 


CONCLUSION: ORGANIZATIONAL 
CONDITIONS 
FOR EFFECTIVE COPING 


This chapter began with some general criteria of organizational effec- 
tiveness or health. We then specified the coping processes that 
appear necessary in a rapidly changing environment in order to 
maintain or increase effectiveness, and went on to describe organiza- 
tion development as one major method of improving the coping 
process. In this concluding section, I would like to outline what 
internal organizational coriditions appear to be necessary for effec- 
tive coping to occur. To some extent the argument becomes circular, 
because some degree of health must be present for health to maintain 
itself or increase. The organizational conditions we identify will, 


therefore, resemble somewhat the ultimate criteria of health cited 
earlier: 
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1. Successful coping requires the ability to take in and communicate 
information reliably and validly. 

2. Successful coping requires internal flexibility and creativity to make the 
changes which are demanded by the information obtained. 

3. Successful coping requires integration of and commitment to the mul- 
tiple goals of the organization, from which comes the willingness to 
change when necessary. 

4. Successful coping requires an internal climate of support and freedom 
from threat, since being threatened undermines good communications, 
reduces flexibility, and stimulates self-protection rather than concern for 
the total system. 

5. Successful coping requires the ability to continuously redesign the 
organization’s structure to be congruent with its goal and tasks. 


These five conditions are not easy to achieve in a complex 
system such as a large organization, but some guidelines for their 
achievement can be outlined. I would like to present these 
guidelines in terms of the basic variables provided in the previous 
chapters of this book.’ 

1. If we look first at the recruitment and socialization of human 
resources, we can ask whether the methods currently being used for 
the selection, testing, and training of employees are likely to produce 
the kind of image in the minds of employees that the organization 
wants? If these methods communicate indifference to personal needs 
and capacities, it is possible that employees will learn early in their 
career to withhold involvment, to make their performance routine, 
and to respond to demands for changes by feeling threatened and 
anxious rather than helpful and committed. If the organization is 
genuinely concerned about building long-range effectiveness, must it 
not develop a system for hiring and socializing employees which 
makes them feel wanted, secure, meaningfully engaged in their jobs, 
and positively committed to organizational goals? Furthermore, must 
it not also build into its career development system a concern for 
genuine psychological, growth in order to ensure the flexibility and 
creativity that may be required at some future time? It would appear 
that one of the best ways to guarantee an ability to cope with an 
unpredictable environment would be to encourage all members of 
the organization to be open to change (that is, to develop), even at 
the expense of some short-run efficiency. 

2. Turning next to the utilization of employees and the psycho- 
logical contract, it would appear evident that if the organization 


4 In the next several pages I will talk of “the organization” as if it were an 
entity to highlight the fact that the collective decisions of key managers even- 
tually come to be perceived as what “the organization” is doing. 
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expects its members to be committed and flexible and to work 
toward optimal interpersonal relationships for the sake of overall 
organizational effectiveness, it is in effect asking them to be morally 
involved in the enterprise, to be committed to organizational goals 
and to put intrinsic value on them. Clearly, if the organization 
expects this kind of commitment, it must for its part provide rewards 
and conditions consistent with such involvement. It cannot obtain 
commitment, creativity, and flexibility simply by handing out a 
larger paycheck; there must be the possibility of obtaining non- 
economic rewards such as autonomy, genuine responsibility, and 
opportunities for challenge and psychological growth. 

Probably the most important thing the organization can do in 
this regard is to develop assumptions about people which fit reality. 
This, in turn, implies some willingness to find out what each person 
is like and what he or she truly wants at different career and life 
stages. By making broad generalizations about people, managers not 
only run the risk of being wrong about the empirical realities, but, 
perhaps worse, such generalizations insult employees by assuming 
that they are all basically alike. If managers begin to expose and test 
their assumptions, they will not only begin to develop a method for 
learning what the facts are, but will also communicate a degree of 
concern for workers that will reduce their feelings of being threat- 
ened or demeaned. As assumptions become increasingly realistic, 
management and leadership practices will begin to build the kind of 
climate that is needed for reliable-and valid communication, creative 
effort, flexibility, and commitment over the long run. 

3. Next, let us look at the problem of groups and intergroup 
relations. There is little question that groups are an integral part of 
any organization and that the basic choice is not whether to have 
them but, rather, how to create conditions under which group forces 
work toward organizational goals rather then counter to them. One 
aspect of the solution is alluded to in the first two guidelines, for the 
evidence seems quite clear that if employees feel threatened, de- 
meaned, and unappreciated they will form together into antimanage- 
ment groups. To prevent such groups from forming, therefore, 
requires management practices that are less threatening toward em- 
ployees and more likely to enable them to integrate personal needs 
and organizational goals. 

A second part of the answer lies in training for effective group 
membership and leadership. Though most of us have had much 
experience in groups, it is unlikely that we have had the opportunity 
to focus clearly on those factors that make groups more or less 
effective. If members of the organization develop a better under- 
standing of how groups work, they are less likely to form groups that 
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are bound to fail. If groups are formed that can achieve some degree 
of psychological success, and if this success is perceived to be in 
part the result of good management, then group forces are more 
likely to coalesce with organizational goals. It takes more than good 
intentions to make an effective group. It requires knowledge of how 
groups work and skill in managing group processes. 

When we turn to problems of intergroup competition, it seems 
clear that competition between the units or groups of a single organi- 
zation or system must in the long run reduce effectiveness, because 
competition leads to faulty communication, to greater pressures for 
conformity and hence less flexibility, and to commitment to sub- 
group rather than total organizational goals. The dilemma is that 
competition also produces very high levels of motivation and pro- 
ductivity. As many case examples have shown, however, when or- 
ganizational units are stimulated into competition, the short-run 
gains of increased production are greatly outweighed by the long-run 
losses of reduced intergroup communication and internal flexibility. 
What organizations must develop are programs that obtain motiva- 
tion and commitment in an integrative manner, that keep commu- 
nication channels between subparts open, that maintain the focus on 
total organizational performance rather than individual or subgroup 
performance, and that permit conflict to be confronted and worked 
through. Because it is very difficult to undo intergroup conflict, it is 
better to avoid it in the first place. 

4. One of the most difficult aspects of the design of organiza- 
tions is how to keep the right people communicating about the right 
tasks at the right time and with the right problem-solving and collab- 
orative attitudes. The problem of organization design and structure is 
thus completely intertwined with the processes used to manage the 
people in whatever structure is chosen. To remain healthy an organi- 
zation must see the problem of perpetual redesign of its structure as 
an essential coping mechanism, yet one of the most difficult and 
frustrating because restructuring is both time- and energy-consum- 
ing. 

5. Finally, let us look once again at leadership. First, leadership 
is best thought of as a function within the organization rather than 
the trait of an individual. It can be distributed among the members 
of a group or organization, and is not automatically vested in the 
chairperson or whoever has formal authority. Good leadership and 
good membership, therefore, blend into each other in an effective 
organization. It is just as much the task of a member to help the 
group reach its goals as it is the task of the formal leader. 

Second, organizational leadership has a unique obligation to 
manage the relationships between a system and its environment, 
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particularly in reference to the key functions of setting goals for the 
organization and defining the values or norms in terms of which the 
organization must basically develop its sense of identity. This func- 
tion must be fulfilled by those members who are in contact with the 
organization-environment boundary and who have the power to set 
policy for the organization. As such, it is a critical responsibility that 
usually falls to the organization’s top executives. If the organization 
does not have clear goals and cannot develop a sense of identity, 
there is nothing to be committed to and nothing to communicate 
about. At the same time, top executives do not have to impose goals 
and identity unilaterally. There is no reason why the organization 
cannot develop its goals and identity collaboratively and par- 
ticipatively, engaging every member down to the lowest echelons in 
the process if it chooses to do so. What the top executives must do is 
to ensure that goals are set somehow, but they may choose a variety 
of ways of allowing this to occur. 


I have tried to argue for an approach to organizational effective- 
ness which hinges upon good communication, flexibility, creativity, 
and genuine psychological commitment. These conditions are to be 
obtained by (1) recruitment, selection, and socialization practices 
that stimulate rather than demean people; (2) more realistic psycho- 
logical relationships based on a more realistic psychological contract 
and the recognition of developmental changes in people; (3) more 
effective group action; (4) perpetual redesign of organization struc- 
tures; and (5) better leadership in terms of the activities of goal 
setting and value definition. The argument is not based on the 
assumption that this would be nice for people or would make them 
feel better. Rather, the argument is that open systems work better if 
their members are in good communication with each other, are 
committed, and are creative and flexible. 
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